VOLUME 


NUMBER 
APPLIED ANTHROPOLOGY 
PROBLEMS HUMAN ORGANIZATION 
FALL 
1946 
Special Issue 


FROM CONFLICT COOPERATION 


Study Union-Management Relations 


Statements 


HERBERT BUCHSBAUM, President, 
Buchsbaum and Company, and 
SAMUEL LADERMAN, President and Manager, and 
SIDNEY GARFIELD, Business Agent and Financial Secretary 


International Chemical Workers Union #241 AFL 


Introduction and Analysis 
ANDREW WHITEFORD, Research Fellow, and 
WILLIAM FOOTE WHYTE and 
BURLEIGH GARDNER, members the 
Committee Human Relations Industry, 


The University Chicago 


Published 


THE SOCIETY FOR APPLIED ANTHROPOLOGY 


| 


FROM CONFLICT COOPERATION 
Study Union-Management Relations 


Statements 
Herbert Buchsbaum, President, and Company 
and 
Samuel Laderman, President and Manager, and Sidney Garfield, Business Agent and Financial Secretary 
International Chemical Workers Union #241 AFL 


Introduction and Analysis 
Andrew Whiteford, Research Fellow, 


and 


William Foote Whyte, and Burleigh Gardner, 
Members the Committee Human Relations Industry, The University Chicago 


The preservation our democratic way 
life may well depend upon our ability solve the 
There job done, and must get with 
while there yet time. 

have seen our economy brought the 
edge paralysis the failure our great unions 
and industrial concerns reach voluntary agree- 
the face such breakdown. union and man- 
agement leaders cannot learn live together har- 
moniously, then the government will step make 
the decisions and carry them out--by force, 
necessary. 

The crisis imposes heavy weight re- 
sponsibility upon the leaders both sides. Have 
they the will try establish cooperative relation- 
ships? And can they skills and acquire the 
understanding that the task requires? 

Good will essential, but that alone 
not enough. The problems human relations in- 
dustry are exceedingly complex, and, like the prob- 
lems chemistry, physics, engineering, their 
solution depends upon the application scientific 
investigation and analysis. 

The Committee Human Relations 
Industry the University Chicago has embarked 
upona series studies designed our knowl- 


edge this field. This preliminary report 


our first study. 
seek find the road coopera- 


tion, seems sensible investigate first those 
cases which cooperation has already been achieved. 


When have studied anumber and variety such 
cases, should able arrive conclusions 
that will value when applied any union-man- 
agement problem. 

That goal still long way off, but the 
urgency the times impels report once 
what have learned date. 

The first case presented tells the 
story the development harmonious relations 
between Buchsbaum and Company and the Inter- 
national Chemical Workers Union, Local 241, AFL 
(formerly the Novelty Workers Union, Local44,AFL). 

The Company was founded 1888. Until 
the late 1930's, was small family business en- 
gaged the manufacture jewelry. 

1935 the Company began experiment- 
ing with chemical processes and was able convert 
during the war the production number plas- 
tic items for the armed forces. With reconversion 
the Company has shifted production plastic 
rainwear, belts, suspenders, and number other 
items. The Company still makes fine jewelry, but 
the jewelry department now only small part 
total operations, terms number workers 
employed. 

The period 1940-45 was one 
dous growth for the Company. The number work- 
ers rose from about 150 peak 1600 the 
time reconversion. this writing, the work 
force close the former peak figure and ex- 
pected expand still further. 

The Company has had turbulent anti- 
union history. union contract was signed 1918, 


that union was broken 1919. 1935 another or- 
ganizing attempt was broken following long and 
costly strike. 

1940 the present union leaders were 
successful organizing the Company and obtained 
contract. Since that time, the union-management 
relationship has become extraordinarily harmoni- 
ous. There have been strikes other work stop- 
pages. While the contract provides for impartial 
arbitrator, far has not been necessary refer 
Single case him. 

The union-management relationship has 
these distinctive features: 

The Union has assumed responsibility for 
shop discipline. 

The Union has cooperated with the Company 
building production. 

The Union has taken the initiative intro- 
ducing negroes into the work force and has 
worked with management build un- 
usually harmonious interracial work situa- 
tion. 

isnot our aim simply present pret- 
picture cooperation. want know (1) how 
this relationship was (2) what gener- 
conclusions can draw fromit and apply oth- 
cases. 

are therefore tracing the development 
the relationship through accounts given 
Herbert Buchsbaum, President the Company, 
Samuel Laderman, General Manager the Union 
Local, and Sidney Garfield, Business Agent the 
Union. The statements these men are based upon 
several interviews with them. 

Since the summer 1945 have been 
carrying research, observing the current func- 
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tioning the union-management relationship ev- 
ery level the organizations. have had four 
students the Buchsbaum factories participant 
observers, holding regular factory jobs. have 
also had six research assistants the organization 
interviewing union and management people. too 
early present full report our research find- 
ings. regard this publication the nature 
first chapter, and are now beginning prepare 
other parts the story for publication. 

When began our research, felt that 
the relationship sounded too good true. 
have found, course, that this organization, like all 
human organizations, still has problems solve, 
and some these will noted later section. 
Nevertheless, while find minor frictions, ob- 
serve nothing like the smouldering antagonisms and 
bitter hostilities workers toward management, 
which have found many other cases. The 
system human relations evolved union and man- 
agement people represents very substantial 
achievement. 

What present here primarily his- 
torical account the transition from conflict co- 
operation, seen the top leadership both 
sides. While the statements leaders can never 
give full picture the functioning organ- 
ization, our research findings the establishment 
the relationship agree closely with the statements 
Mr. Buchsbaum, Mr. Laderman, and Mr. Gar- 
field. feel that these statements are highly sig- 
nificant documents the attention all 
those who are interested union-management re- 
lations, and therefore publish them this time, 
adding only the comments which feel justified 
making the basis our research date. 


MR. BUCHSBAUM'S STORY 


first experience with unions was 
1918. Labor was scarce, the demand for merchan- 
dise strong. The union obtained contract from the 
factories our Association, gaining recognition, 
raises, and time-and-one-half for over hours 
work. 

There was check-off, closed shop, 
union security genuine friendship from the 
employers. The union had force collection 
dues the bestit knew how andeither torefuse work 
the presence non-union employee make 
life miserable for him that joined quit. 


The shop steward our plant was quite 
belligerent, the employees suspicious, the foreman 
harassed, the employer frankly longing for the day 
when could dispose the union and its activities. 
Work slowed down, stealing was common, discipline 
bad. Other factories, Association meetings, re- 
ported similar experiences. One factory not the 
Association when interviewed me, reported ex- 
cellent working conditions and harmony. While 


the time could not appreciate the reason for this 
factory's success union shop, now see that its 
operations did not contemplate destruction the 
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union but rather aclose cooperation with it, whereas 
all Association shops were definitely set hamper 
the union every turn. 

All union demands were promptly refused 
but individual requests were granted. Active union 
members were discharged and were unable get 
employment Association shop, but employees 
opposed unions were advanced out proportion 
their skill seniority. The unions retaliated 
slow-downs, breakage, and stealing. The resulting 
friction but the end the union was 
certain anything could be. 

About year later agreement, one As- 
sociation factory discharged its shop chairman for 
union activity, forcing strike. The next day every 
Association factory including ours brought some fic- 
titious orders into the plant under the name the 
struck plant and ordered the workers them. 
The workers promptly laid down their tools and 
walked out. 

our plant, father and the foreman, 
and factory-trained office workers took over 
the jobs the strikers. hired helpers whom 
taught the trade best could. New York and 
St. Louis factories assisted where special skilled 
labor was required. 

Some workers organized shops and tried 
for themselves. Most them failed quickly. Ina 
few months the employees came back, minus their 
union cards, and were re-hired one time with 
sound anti-union lecture. 

The ringleaders couldsecure employment 
only non-Association shops. 

Naturally, father and having seen 
the its worst, took precautions against re- 
occurrence scanning carefully each employee for 
union tendencies and discharging them quickly 
any were evidenced. When father passed away 
1926, continued our policy. 

1935 the union began organizing again. 
came very critical time for the company 
when had just finished construction new 
building. 

thought let the union would ruin 
for business life. lawyer advised that 
could disregard the Wagner Act was his 
opinion unconstitutional. So, felt that was really 
defending constitutional rights. was fighting 
the good fight for the American way life. 

Then the members Association were 
all backing with moral support and the Asso- 
ciation gave check for $500 help win the 


strike. took that money and when took be- 
came obligated them. couldn't sign 
contract without double-crossing them. 

Ifelt the strike coming, signed con- 
tract with detective agency keep informed. 

just looked upon this battle. was 
fighting and when you're battle you need have 
scouts posted youcan know what the enemy do- 
ing. 

received daily reports from the labor 
spy both before and during the strike. Those reports 
made still more antagonistic toward the union. 
got lot stories about what the workers were 
Saying against then, before the strike, there 
were reports restriction output. Take this 
one, for example: 


B-1 Reports for Friday, July 26, 1935 


Commenced work 8:00 a.m. and quit 
for the day 8:00 p.m. 

After punching time this morning, 
found the engravers sitting outside before 
8:00 a.m. After exchanging greetings with 
them, the union steward came over these 
men and said: 

"You fellows want take easy today; 
I'm going tell those night fellows not 
any more work--they're putting out too 
damned much work and want get there 
before the boss gets here. But remember, 
you fellows take your time and I'll get that 
straightened out with the old man--about the 


When got that report, saw red. That 
seemed completely immoral. made 
more against the union than ever. was determined 
win this strike. 

onfor sixteen weeks and the end 
the strikers were just left out. dropped the de- 
tective andwe guard because, while people 
were still picketing, had our new crew all trained 
and were producing the goods. The strike was 
over from our standpoint. 

Now look back can see that 
could have accomplished the same thing 1935 that 
did 1940. There were human beings there 
that time, too. Instead won the strike, but was 
terribly costly. meant training whole new crew. 
had signed 1935 I'm sure that would 
have got farther ahead the succeeding five years. 
But maybe it's just well that went that way be- 
cause learned from the experience. I've done 


both ways, and can see that one way lies success 
and the other way there constant friction and ag- 
gravation. 

Nothing happened between 1935 and 1940 
change the way felt about unions. had few 
friends who couldsee some good unions, but was 
arguing with them just strongly 1940 had 
1935. thought they were crazy. 

mother has always been the side 
the workers. She used say, "The poor people. 
They work hard, and what they get show for 
it?" the middle the 1935 strike, she came into 
office and pleaded with settle and take the 
people back. certainly didn't want listen her 
then, because knew that was breaking the strike. 
just said her, "Mama, you've got the wrong idea. 
This whole thing was stirred few trouble 
makers--just bunch reds. When get rid 
them, everything will all That didn't sat- 


isfy her, but still she wasn't able make 


change--then later. 

But while stayed the same, the world 
around changed. the time the 
January, 1941, the Wagner Act had been declared 
constitutional the Supreme Court, and were 
getting used the idea. didn't want violate the 
law, and wasn't just because the penalty in- 
volved. Capital must believe law and order be- 
cause you don't have law and order what protec- 
tion there for your capital? 

The first break for the union came late 
1940 when they appealed the government some 
discrimination cases, and the National Labor Rela- 
tions Board ruled that had post notice the 
plant announcing that the employees were free 
join union for collective bargaining purposes. 
Posting that notice was the last thing wanted do, 
but had choice. 

When organization started the plant, 
nickel raise and promised more. thought that 
would take care everything. the people became 
discontented, all had was offer them raise 
wages, and that would take care it. But didn't 
this case. Apparently that wasn't what they wanted 
all. They just wanted organized. 

With the union trying organize, natural- 
was worried, but still didn't think they would 
successful. thought had everything under con- 
trol, that most the people were loyal and 
the Company. 

met withSam Laderman before the strike, 
tried toconvince that represented ma- 
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jority the workers, but wouldn't believe him, 
and challenged him prove me. the same 
time, was the watch for union tendencies the 
plant. That was one thing didn't hesitate about. 
found anyone who had any interest the union 
even was the son union member, would 
have fired him quick look him, matter 
what was doing the plant. 

When came down the plant that morn- 
ing January and picket line, 
great shock me. felt that those men had turned 
against personally, that they were traitors and 
double-crossers. was determined get rid 
them all, bring new bunch people, and break 
the strike, just had 1935. 

didn't see anything that could stop me. 
The strike could not have come better time, 
far were concerned. Before the war, January 
was always slack time our business. The 
Christmas rush was just finished and the first 
the year inventory was being held. Few orders were 
coming in, and the receipts from our Christmas 
sales were moving into the office. The Company was 
very strong financial position. January 
usually have let out some our people tempo- 
rarily, wouldn't have hurt all close 
down for couple weeks. 

The union tried block from getting 
goods and out the plant, and they were pretty 
effective, but were managing move some things 
atnight, and was confident that ina couple weeks 
the other unions cooperating with them would lose in- 
terest and would able handle all our ship- 
ping and receiving. 

While made plans break the 
strike, couldn't help noticing that was different 
from our 1935 struggle. There were nearly all our 
own people the picket line. thought knew them 
pretty well, even though they had turned against me. 
was zero weather, and was pretty cold out 
that picket line. stoppedand talked the boys, and 
them the vestibule and picket. That's 
the kind strike was. 

There was bit violence and sab- 
otage our 1935 strike. Expensive equipment was 
smashed, sand was thrown bearings, materials 
were destroyed, and there were some bricks thrown 
through the windows. 

strike was quite different. few 
people got beaten up, but the Company suffered 
property damage. The union had good discipline 
that point. There was one time when some our 
people were trying get through the picket line in- 
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the plant. They drove onto the side- 
walk and right front the plant entrance get 
the That car endangered the lives some 
the picketers, and they rushed and wanted 
turn over. Garfield stepped then and wouldn't 
let them anything the car. That made im- 
pression was told about it. felt that 
these were responsible people. didn't agree with 
them, butI couldsee that they were going out their 
way not harm the Company. 

Assoon the strike started, Sam Lader- 
man asked meet with him and committee 
the strikers. didn't want it, called 
lawyer three times try find some way out it. 
Each time told had accept the invitation 
because would have been violation the law not 
meet with them. 

the second day the strike had lunch 
with Laderman and with business acquaintance 
mine who had contract with his union. that 
thought all union people were bunch rack- 
eteers. friend reassured this point. 
said that you could count Sam Laderman keeping 
his word. toldme that Sam was real human be- 
ing. liked opera. disliked fights. There 
would nothing would like better than being 
friends with the employer were possible. 
assured that the union was always willing dis- 
cuss things from reasonable point view. And 
Laderman assured that our contract would contain 
the standard clause that would less advan- 
tageous the employer than contracts the same 
union made with any other firm. 

That made impression me. still 
settling the strike but agreed meet 
with Laderman and committee the employees 
the third day. 

Well, sat around the table and began 
talking. knew all the were justa 
small firm the time. 

The first question one the men asked 
was this: "Mr. Buchsbaum, why are you against 
unions?" Now that was good question and wel- 
comedit. thought that gave chance win them 
over line reasoning. stated: "I'm against 
unions because they limit production. They put pro- 
duction down the levelof the slowestemployee and 
the same time force impossible wage increases, 
driving the company out business." 

They started talking all once. They 
didn't want limit production, but increase it. They 
wanted see the company ahead. 

"How can you increase production?" 


got answers fast. Each one had sound 
suggestion for his department. First spoke one 
the polishers. told the large door behind the 
polishing department used for and out shipments 
--how zero weather this door was opened many 
times daily, obliging the perspiring men leave 
their wheels and the washroom save them- 
selves from catching cold. How simple protecting 
partition would save about hour and half per 
man per day. Other suggestions equally good came 
inthe circle. took notes that could 
see would save the Company thousands dollars 
annually. 

that first meeting they really sold 
bill goods. There was one thing that convinced 
me. When the workers began talking saw that they 
had interests heart--as well their own. 
realized had done them greatinjustice thinking 
that they had turned traitor the Company. 

came decision--"All right boys. 
have different slant this now. out ard tell 
men come back work. We'll sign union 
contract soon can write up. Onlyone 
condition--no hard feelings discrimination against 
the workers who did the strike. Let's say 
they didn't understand your point-of-view. didn't 
myself." 

Right there agreed principle the 
terms the contract and signed memorandum. 
That ended the strike. The men went right back 
work, 

Writing the contract relatively 
easy. Union recognition was their objective, and 
gave them more than they wanted. gave them the 
check-off system, virtually union shop and job 
security. There were strike and 
clauses, and slowdowns, limitation output 
wildcat strikes were permitted the union. 
scales were left open for further discussion 
days. agreed have open accounting procedure 
thatall our figures would laid the table, and 
chose impartial arbitrator decide any issues 
could not settle ourselves. 

special labor management committee 
was formed assist promoting the welfare the 
business and employees. The received 
authority order work done the maintenance de- 
partment for the health, comfort, and convenience 
the workers, present suggestions for new things 
manufacture and new methods manufacturing. 

Signing contract did not solve our prob- 
lems. had some difficulties the beginning, and 


took days get things smoothed out. 
had big problem with our foremen. course, 
explained management's new policy them, but 
somehow other they couldn't believe it. All they 
could see was that management had been brought 
its the union, and they:assumed that man- 
agement would happy have them sniping and 
undercutting the union any way that they could. 

the past whenever they took dislike 
worker they had been used just telling him that 
could go. They felt that their powers were being 
taken away from them. Another thing, they didn't 
understand the activities the union chairman. 
They couldn't why worker should spend time 
doing anything but just his particular job when 
was the plant. Whenever they would see group 
people talking together they'd get mad and step 
right and try get them back work. Some- 
times the foreman might criticize chairman who 
was really trying straighten out problem for the 
benefit everybody concerned. That was in- 
justice, and the people resented it. 

hadto proceed very carefully those first 
three months. didn't want anything upset the 
Situation. Finally, even had get rid one 
our foremen because couldn't get along with the 
union. was justimpossible for the man cooper- 
ate with the union. Now, Sid Garfield and could 
have lunch together every day, but the foremen 
have anti-union attitude andare constantly having 
friction with the chairman, then you don'thave union- 
management cooperation. 

couldn't have brought these foremen 
around hadn't been for the attitude the union 
leadership took. didn't know what expect 
Garfield, but began hearing that when there were 
troubles the plant was stepping and quieting 
things down. Naturally, when foremen have been 
absolute control for long time there are lot 
workers who think that soon the union comes 
they can tell the foreman off. They him 
with chip their shoulder and they feel that 
shouldn't able tell them whatto For- 
tunately, had Garfield's full cooperation that. 
disciplined some his people and there were 
one two them that agreed let go. 

When saw how Garfield was acting the 
plant,I came tolean him more and more. found 
that when tried settle things own without 
calling him inI was worse off thanI would have been 
had called him in. began calling him in, and 
was very helpful lot problems. 
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had one problem the beginning with 
the unorganized workers. Our contract required ev- 
ery new worker join the union, but had refused 
push the old workers who were against into the 
organization. 

Some these anti-union people would 
come and tell what had taken place union 
meeting. first would get very annoyed, but 
then began ask questions. I'd ask them, "Well, 
were you the meeting?" "No," the person would 
say, wasn't "Well, then, who told you?" 
told "Was Joe there?" "No." "Who told 
him?" "Well, Tom told him." "Was Tom there?" 
would like that and finally we'd find that there 
was basis the story all. You see what that 
means. you want believe those things you can 
and you can let yourself get antagonized more and 
more. don't listen that sort thing all. 
person hasn't been situation himself don't 
want hear what has say. 

the first few months had lot 
trouble with the non-union workers. seems that 
these people wanted accord themselves higher 
status than the others. They felt they were being 
loyal management, and they let known around 
that when better jobs opened they expected get 
the preference. That was the cause lot dis- 
sension. course, they rode right along and got 
whatever benefits the union got, just like the union- 
ized people. 

The union kept after that issue. 
They wanted people into the union, and 
the more they talked about the more stubborn 
got. thought was defending democracy. But then, 
finally, saw the light. began realize what dis- 
sension this was causing agreed call them 
one one--there were few them--and talk 
them. would call one them and tell him 
wasn't going force him anything but thought 
would his best interest and the best interest 
the Company would join the union. The peo- 
ple would very surprised and they would ask 
really meantit. would say, mean 
Sometimes man would say, "Well, why should 
pay money those crooks and racketeers?" 
Then would have give him speech and tell him 
that those workers were really his own fellows, they 
their own treasurer who the 
funds and that all that Sid Garfield and Sam Lader- 
man got out was really peanuts comparison 
with the services they performed. lawyer would 
charge two three times much. But sometimes 
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I'd only get started this speech when they would 
tell that had been the one who had told them 
that union men were crooks. They threw own 
words against me. course, before were or- 
ganized had thought that all union organizers had 
horns. was hard persuade the people that had 
changed mind, but finally did get all them 
into the union. 

Our system shopdiscipline just worked 
itself out. all started when had problem with 
our washrooms. They are quite small, and there 
were lot people loitering them. got bad 
that people who really needed use the facilities 
gettingin. The foremen didn't know what 
about it. They were very upset. could 
have stuck notice the manage- 
ment but what good would that have done? would 
just have antagonized people. Instead, called 
Sid Garfield and talked the situation over with him. 
consulted his Committee and then came back 
and said that they would willing assume re- 
sponsibility for the problem. agreed notice 
signed him and me, too, and agreed 
worker who didn't obey the regulations could 
sent the union headquarters for working card 
before could come back the job. The foremen 
would have that power. Just soon that notice 
was posted the problem cleared itself up. Nobody 
had sent the union. Now that was great 
discovery me. learned that worker more 
influenced what his fellows think about him than 
threats that he'll get fired doesn't 
what management says. people were be- 
ing disciplined their own people was much 
stronger than when management stepped in. 

We've worked that way ever since ex- 
cept that now when the foreman has some problem 
discipline doesn't act directly himself. 
takes the chairman and the chairman handles 
the discipline. Being sent the union club that 
very seldom used. That's the beauty For 
example, recently had big problem tardiness. 
was just natural letdown after the end the 
war. The people didn't have the same objective 
work for. know how they felt because experienced 
Similar letdown. Still had get them back 
the job. worked out with the union that people 
who were late could sent the union headquar- 
ters before they got permit work. Out 1400 
workers only had use that cases and now 
have people coming time. 

Our union-management relationship has 
greatly simplified the task management the 


shop. longer responsible for discipline, foremen 
can function most effectively teachers. call 
them our "Know How and Show How" men. 

When workers take pride their perfor- 
mance, they work conscientiously without close su- 
pervision. place one foreman workers 
1940, now have one 100 workers. 

have found advantageous make 
union leaders supervisors lead men. There 
tendency pick the worker who produces the most. 
Now that man may not the proper one 
may take superior attitude and say; "Why can't 
you well did?", thus depressing the group. 

When you pick real leader who has the 
loyalty the group, whether not the best 
producer, the best supervisor. The union 
good position spot leaders and find good 
policy use these leaders. 

the first half 1946 our dollar volume 
sales per worker was three times what was 
1940. attribute much this increase the group 
spiritin the plant. addition the money workers 
get, they seek approval from their fellow-workers. 
When fellow-worker says another: "He's good 
man the job," counts. When the group sets it- 
self more and better work approves good 
workers and disapproves slackers, and that spirit 
makes for top production. 

have several large dinner meetings 
year, men and women, black and white. This helps 
build good feeling. I've learned lot listening 
the men talk these meetings. got quite shock 
once manhad this say: "Mr. Buchsbaum, 
it's all right for you have nice Cadillac 
fine home and live luxury. like see you 
out society. like that--it makes feel good-- 
long you take care too, but you can't 
see that geta good living take care our 
families, we'd resentit. you can't take care us, 
you don't deserve that luxury." 

Well, thought that over. The man ab- 
solutely right. 

Atanother Negro member gave 
little talk. sketched the hardships his 
race from slave days, the struggle live clean and 
well, the fight for education. said that through 
and the union, the colored race our plant had 
experienced new birth freedom. was deeply 
touched his words. 

Before the union contract, had very few 
Negroes the plant. When started taking war or- 
ders,I became aware the law against discrimina- 
tion, requiring larger percentage colored than 


ra 


had. The officials insisted filling our 
quota and said they would responsible for the 
peaceful assimilation. So, proceeded add them 
our ranks with practically trouble. Soon they 
requested equal opportunity for supervisory jobs, 
which gave them. 

First, was Negro supervisors over Ne- 
gro lines, then whites would get into the line, and 
now it's all mixedup andworks fine. work 
side side and know each other, race forgotten. 

Our office unionized too, and there was 
problem bringing Negroes. First, started 
office colored the floor above. Then when 
white girl was sick, colored girl would come down 
and cover her desk for her. They got mixing to- 
gether until ceased important that colored 
girls worked the office. 

One our plants with over per cent 
colored people received Award from the Quar- 
termaster for excellence war production criti- 
calitem. Fine workmanship, speed, outstanding dii- 
igence--to quote General Barzinsky, who presented 
the award. Colored people are ex- 
cellent workers happy environment. 

whole attitude has been changed through 
this experience. had overcome all early 
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training. The trouble that the businessman looks 
upon union inanimate object, something that 
grows upto hate. When suddenly sees before 
him group human beings that knows, 
gets different slant things. Those fellows are 
the men has been working with. Just because they 
belong union doesn't make them any different. 
begins realize that can get along with them. 

largess, almost like the Medieval nobleman. 
gave out favors, but expected great deal re- 
turn. had patronizing attitude, realize now 
that they resented it. Besides, always kept them 
arm's length. Now that's all changed. They want 
things for me; they more for this Company 
than can possibly pay them for. Now get to- 
gether and talk things out, and understand each 
other. 

The employees have security, and the 
Company has too. can expand our plants, add 
new items, plan sales campaigns, advertise, and 
seek foreign markets with fear work stop- 
page strife. work together cut costs 
and increase production. Our union relationship has 
been great asset the development the Com- 


pany. 


THE STORY THE INTERNATIONAL CHEMICAL UNION, #241, AFL 


Mr. Laderman: understand the coop- 
erative relationship have developed, you must 
first consider certain background factors. the 
first place, were dealing witha very homogeneous 
group workers the start. The people who were 
later elected our executive board all came into 
the Company about the same time 1935. They 
all started unskilled help without other factory 
experience, their future was all tied with the 
Company. would have been different they had 
been workers who had number dif- 
ferent places. Then there would have been num- 
ber different ideas about the union and about the 
Company, would have been harder pull the 
group together. They were very loyal the Com- 
pany and expected stay With it, was impor- 
tant for show them that didn't mean hurt 
the Company all. 

They didn't have any personal hatred for 
Mr. Buchsbaum. They knew was struggling 
build the business, and they any- 
thing hurt the business, but they did want have 
some say for themselves. They wanted stand 


for their rights. And then conditions the country 
had changed between 1935 and 1941. Unions had 
become accepted part the thinking most work- 
ing people, and that naturally helped make the 
Buchsbaum workers union-minded. 

started trying organize the Com- 
pany late 1940. was slow work 
knew that majority the people wanted union, 
but they were afraid sign up. wasn't until Jan- 
uary 1941 that were able get anything done. 
When got that National Labor Relations Board 
notice posted the bulletin board, were finally 
able convince people that they were within their 
rights organizing, and then began signing 
them up. 

through experience that you can get more the 
long run through being reasonable and keeping your 
arguments before the employer than you can with 
strike. Maybe you have settle for little less 
first, but you develop the relationship and win the 
confidence the employer, you can more for 
your members the long run. 
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That's tried with Mr. Buchs- 
baum. had conversation with him the 
strike. told him thatI the overwhelm- 
ing majority his employees, but wouldn't be- 
lieve it. had had labor "racketeers" talk him 
that way before, and had been just shakedown 
proposition. paying money keep some 
those people out the plant. thought was 
the same thing with us. That's why had show 
him could take the people out. 

Actually Mr. Buchsbaum forced the issue 
us. the time the strike, weren't very 
the number people hadactually signed 
up. were concentratedin certain spots. For ex- 
ample, had all the polishing department, and 
those men were the core our whole organization. 

Now spite the attitude which the Com- 
pany had shown, those people still had quite bit 
trust it. They thought that they could show Mr. 
Buchsbaum that majority the workers were 
favor the union, would give them what they 
wanted. These men the polishing department 
didn't want anything underhanded against Mr. 
Buchsbaum, they decided come right out into 
the open and wear their union buttons work. 

knew they would fired, and 
warned them, but they us. told 
them ahead, and that set off. When they got 
fired, they came back the union office pretty mad. 
"Now,"they said, "we don't have any choice. have 
pull the whole plant." 

Mr. Garfield: When you have strike it's 
usually the result pretty aggravated situation 
and the people who stand out the leaders are the 
aggressive type. just has that way. strike 
tough thing anyway and you're going have 
successful strike you have have leaders who are 
fighting men. The longer and more bitter the strike 
is, the stronger the position these men going 
and the. less cooperative and rational they're 
going when finally get down negotiating. 

Our strike was short. only lasted about 
five days that there wasn't amount 
time for bitterness built during that period. 
Nevertheless the strike was the result considera- 
ble antagonism the part the firm, and when the 
people were out, they felt pretty bitter aboutit. 
was short but wasn't easy. were plenty tough. 
had about twenty-five people out one-hundred- 
fifty that could really depend and who 
were down every day for picket duty and forth, 
and just threw picket line around the Company. 
Things have planned little bit situation 
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like that split the gang into two groups. 


One 


group was posted right front the 
and the other group down the street car where 


people who were coming work got off. When this 
second bunch met anybody coming the plant they 
just caught them right then and there and asked 
them, "Are you with against us?", and there 
wasn't anything between--it was either yes no, 
and the answer was and they were against us, 
Wham! There was fighting then and there and lot 
people were hurt. 

The group down front the door 
the Company was the same way. They had one great 
big fellow there who was wild character. was 
really violent and had kind keep control 
him, but whenever things got going was always 
there with both fists flying. One the supervisors 
tried get five girls into the plant hooking his 
arms into theirs and walking the door with 
them. This wild man cut front him and when 
the supervisor said, "You can't hit man with 
glasses on," just took the glasses off and handed 
them him and then pasted him. The supervisor 
put his glasses and just turned around and stag- 
gered away. 

That just shows how things went. spite 
the fact that the strike was short, feelings were 
pretty high and had the same things contend 
with when came back into the plant any other 
outfit had. 

The strike came suddenly that 
really didn't have time organize cooperation with 
other unions, that what did get was more 
less spontaneous. Just about the time the strike 
ended had reached agreements with most the 
people who would have been handling Buchsbaum 
materials, that were going able close 
the plant tight. And the longer the strike went, 
the tighter was going get, so, with that help, 
hadevery expectation winning out. (Editor's note: 
Mr. Buchsbaum expected have less difficulty 
moving materials time went on. While may 
have been mistaken, the important pcint that 
acted upon his estimate the Situation and did not 
feel was going forced make terms.) 

the second day the strike, Sam La- 
derman met with Herb and business friend his 
with whom had That made some im- 
pression, but the turning point came the third day 
when Herb had meet with the strike committee. 
just turned the strikers who were the commit- 
tee and asked them what they wanted get out 
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the union and why they had have bunch out- 
siders and between them and their own 
Company. asked them they were trying ruin 
the Company. course, the fellows told him that 
they weren't trying ruin the Company all and 
they didn't want todo anything that would 
hurt the least bit. They said that, matter 
fact, they felt that they had union there they 
the Company and they give Herb 
number their different suggestions right then 
and there. 

When these fellows began giving him their 
ideas, sat down with his pencil and paper, added 
them all up, translated them into dollars and cents 
and announced that realized how much these sug- 
gestions really meant the Company, and from that 
point was our side. 

guess figured there was some way 
that the people would give their cooperation they 


had during that meeting pointing out all those 


various things that meant increased profit, then 
was for it. 

think something that made him trust 
was rather interesting. During the strike, things 
were pretty rough for while and had number 
clashes when people tried get into the plant. 
One time one the men came flying down the street 
about sixty miles hour car and ran right 
the sidewalk the doors the plant and tried 
let people that way. might easily have run 
over some our boys standing around, but they got 
between him and the door the plant and had him 
trapped there. The strikers were all taking 
care him quickly right then and there and turning 


the car overin the street, but knew enough real- 


ize that that would bad move because the 
great American tradition respect for property 
made them leave the car alone, don't mean that 
was easy. There was one fellow who was trying 
sneak and pulled out his car and just 
kicked him down the street. 

When this incident came up, chief 
Company detective was standing rightinside the door 
witha gun his hand but was afraid use it, and 
found out later that was impressed what had 
happened and had gone and told Herb Buchsbaum 
about respectfor property whichapparently made 
some impression Herb, too. It's the little things 
which make the difference. 

Another thing which really convinced 
Herb that were the level was when had fi- 
nally gotten around reaching our agreement and 
was holding out for only one thing. There were 
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twenty people that wouldn't let come back into 
the shop. Everybody else could come back under the 
agreement but these. twenty, and held out that 
point until the very end. told him that couldn't 
quite see the way was figuring and just got 
real mad, but kept talking him and pointed out 
that everything was settled now but these twenty 
people. The way they'd always figured the past 
was that people were pretty much like machines and 
they could shift them around any way they wanted. 
They would take them and let them off when the 
work was scarce that nobody felt any security 
the job When materials didn't come through 
something like that they were just out work for 
two three weeks until everything was set 
again they were calledback. told him then 
that didn't want situation like that. weren't 
trying hurt the Company, and, fact, had pro- 
posal which was probably going help ita great 
deal. wanted arrangement whereby, when 
work was scarce, would shared among all the 
people that instead lot people being laid 
off and small group kept onat full time, everybody 
would kepton half time much time the 
Company could give them the amount work 
think when saw that weren't trying 
put over some kird idea that would hurt him, 
but were only thinking about the people, convinced 
him. asked him didn't want take care 
his people and said, "Of course, want take 
care people. They're people have 
some obligation toward them. They're responsi- 
bility and I'm going take care them." When 
pointed out how could sharing the work 
finally agreed that was good idea and got 
the whole thing settled. think that was when de- 
cided that could deal with and that weren't 
out cut the Company's throat. 

This was very important but still only 
part the picture. Cooperation demands mutual 
acceptance and also important that the union 
have confidence the Company. 

Mr. Laderman: Here had something 
build because the workers wanted believe 
the Company and were ready believe Mr. 
Buchsbaum acted good faith. were also very 
fortunate having such unified group deal with 
the executive board the union, and Sid Garfield 
and have worked together very closely with them 
from the beginning. It's not like some unions where 
there's anatural opposition between the local officers 
and the international representatives. Where you 
have that opposition where you have factions 
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your local, the international representative has 
more aggressive and radical than anybody. 
tries policy cooperation, then there will some- 
body from the local leadership that will stand 
meeting and say that demands so-and-so-and-so. 
Then the international repfesentative has get 
andsay, "What you're asking way behind the start- 
ing line. That's nothing all. Now think should 
play politics that way, but here we've been able 
work with unified group, and we've always moved 
along together. 

Mr. Garfield: You have the situation fre- 
quently where companies are forced, strike 
Similar acceptance the union but 
there's nothing whole-hearted it. After all, the 
agreement the contract means nothing. It's the 
spirit back it. I've said that over and over 
again and I'll keep saying it. you don't have the 
spirit cooperation, doesn't matter how many 
contracts agreements you have signed. 
started back whole-heartedly. Actually, 
started right off giving some things hadn't 
even asked for. didn't ask for check-off 
anything like that but granted and after 
got started began calling the union things 
and backing completely when needed back- 
ing. 

The firm has taken advantage every 
Situation enhance the prestige and power the 
union the eyes the worker. Everything passes 
through the union office. All notices raises, 
changes time, changes salary, anything 
else, have initialed before they can 
posted, that everything that comes out must re- 
ceive the union sanction. think that demonstrates 
pretty well the kind mutual confidence which ex- 
ists. 

Right after the contract was signed had 
period transition, course, when things had 
settle down and people had learn how work un- 
der the new set-up. This was most difficult for the 
people who were supervisory capacity, particu- 
larly the foremen. They were suddenly changed 
from all-powerful position position more 
less limited power. They didn't know quite how 
take and few them tried carry the 


old way, running things with high hand and 


fire the drop hat. Some had push 
The foremen, like the union leaders, either 
had change their type get out, and some them 
had get out. 


Even when the head company comes 
and says that accepts the union and signs 

agreement there are always lot people the 
company who don't believe that he's really sincere 
and who think the company just accepting the union 
the surface and actually going along 
its old manner and start counteracting the union 
every way possible. 

had some those people here and 
actually before very long had get rid two 
the supervisors who couldn't seem get straight- 
ened out all. was one foreman who kept 
sniping againstus thought was doing man- 
agement good turn. Some the materials that 
came into his plant were distributed between that 
plant and another company, which got about 10% 
the supply. This foreman, thinking that could 
cripple the union activities, shifted excessive 
proportion this material the other company, 
leaving his plant with comparatively small supply. 
That meant that some the work lines had 
shut down and some the workers were laid off. 
was quite while before management caught with 
him and let him know uncertain terms that 
wasn't doing anything their favor. That was the 
end that. 

We've had the same thing happen with su- 
perintendents, too. When this one superintendent 
first came into the Company never had had any 
experience with unions and heard from number 
different sources that was going around saying 
the people thathe thought they were fools for pay- 
ing their dues the union and all that kind stuff, 
one day when got jam and had raincoats 
piled the ceiling, the president told him get 
that stuff straightened out hurry and asked 
come down him. wasn't anything that 
you could straighten out puttingin new process, 
was just one those things where the people had 
give little extra push. called and 
asked I'd come down and help him. When got 
there told what the situation was told 
him wouldn't thing for him. was little 
surprised, course, but told him that knew what 
he'd been and that didn't have any right 
around telling our people that they shouldn't be- 

long the union, should just keep his mouth shut. 
said that hadn't realized what was doing 
that we'd hear about it. told him that heard 
about everything that was going on, and then helped 
him out this jam. Well, you know, we've never 
had any trouble since then. Whenever anything 
comes now gets touch with immediate- 


and work out before it's gone too far. 

considerable number changes, one which 
decentralization power. felt this very 
strongly, but they were not the ones. number 
the people the top ranks management felt 
well because hadto keep them from mixing in- 
shop discipline. They realize now that the union 
had take the responsibility for discipline among the 
people. It's the plant superintendent and other 
people top management see that flow goods 
maintained, see that good floor arrangements 
are made that materials can processed quickly 
and efficiently, and people have the best conditions 
through the various departments. Beyond that the 
work with the people, particularly matters dis- 
cipline, belongs the union. 

The new set-up meant that the chairman 
the department was actually the foreman's part- 
ner and that the foreman didn't have worry about 
anything except getting out the work. was re- 
the technical aspects the job and the 
chairman was responsible for the discipline the 
people. took care all complaints and those 
things didn't have handled any more the 
foreman. Some foremen didn't realize how good this 
was for them and insisted carrying the double 
responsibility. Those foremen who were willing 
take advantage the new were able im- 
prove their efficiency considerably. course, this 
division responsibility did not spring over- 
night. developed out our experience. 

the beginning, had bunch com- 
pletely untrained, inexperienced people. There was 
only one person the whole gang who had ever be- 
longed union before and wasn't very active 
that time. The rest the fellows were all very 
young and attribute the success had one thing 
which may appear rather insignificant, but seems 
the most important thing the whole situ- 
ation. The thingI'm talking aboutis the unrestricted 
use the telephone. had that very definitely 
understood when signed the contract. had 
have because all these people had experience 
training all, and, furthermore, everything was 
very intimate and personal them, they had 
way making any kind unbiased decision 
regard any matter that might have come up. 
the beginning there was mutual understanding be- 
tween the union office and the chairmen and execu- 
tive board the shop that the beginning would 
much better, would facilitate handling griev- 
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ances, the union knew immediately about griev- 
ances and was able counsel with the chairman be- 
fore any decisions were reached. 

agreed that any chairman commit- 
teeman who had grievance would make absolutely 
effort settle the spot, but would immedi- 
ately get touch withthe business agent. That pro- 
cedure had number rather important effects. 
One was that they didn't make any snap decisions 
which would have been colored their closeness 
the situation, and possibly the lack training 
and experience. Another was that they had the ad- 
vice and critical assistance someone who stood 
little bit out the immediate picture and wasn't 
intimately and personally concerned with the is- 
sues stake. The third thing was that working 
with atrained and experienced agenton every griev- 
ance that came up, they gradually began get some 
training along with their experience that the 
end two years those people were thoroughly and 
intimately trained. They learned great deal from 
experience, course, but there was more than just 
trying work things out for themselves 
went along. can't over-emphasize how important 
think that procedure is, even group can have 
that kind situation for only six months 
think they are going profit very greatly from it. 
Thatearly period after the 
ment the most crucial It's the time when the 
whole situation has settle down and you have 
find the basis for future procedure, the time when 
feelings are the highestand people are most edge, 
and the time when the judgment someone who 
little bit outside the immediate picture very 
badly needed. 

the people have battle out for 
while before the agent appears the scene there 
very great possibility that they may commit them- 
selves one line action another irrevocably, 
and when the agent arrives finds them deep 
that can't reverse the decision, without humiliat- 
ing the union representative. That you just can't do, 
you find that the situation gets out hand be- 
fore the agent gets there, may have back the 
mistakes that have been made. 

Another thing, union leaders tend change 
their opinions and lose their prejudices with experi- 
ence. When man worker the line, the only 
grievances knows about are those which directly 
concern him and these takes inter- 
est that can't take completely unbiased point 
view. Now when aman becomes committeeman, 
has think terms the group his work 
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section whole. When becomes shop chair- 
man can't think himself even small work 
groups has think the whole plant; and 
whenever wants make decision favor 
one group one grievance always has keep 
mind how going affect everything else all the 
way and down the line. For this reason im- 
portant give people opportunity get experi- 
ence their new situation and also encourage 
them bring their problems the Business Agent 
who sits little bit outside the immediate situa- 
tion and has even broader point view than the 
shop chairmen themselves, being concerned with 
not only one shop and the people it, but with all 
the shops and the people throughout the Company. 

had very careful what did 
those early days because wanted establish 
precedents which would stand later. the years 
since have succeeded making labor rela- 
tions experts out most our chairmen. They 
have had good piece experience and have taken 
their jobs seriously and really done very excellent 
job. Management, realizing this, has proceeded 
the theory that the chairman should about 50% 
overhead, that is, about 50% his time has 
spent the line andthe rest his time may de- 
voted tosettling grievances andimproving relations. 

The shop chairmen committeemen 
some cases are also supervisors. These men work 
dual capacity simply because the firm has rec- 
ognized the outstanding quality some the men 
have elected. The supervisors are the only ones 
who are supposed give the people. They 
transmit the orders the foremen directly the 
individual and check see that they out. 

These supervisors are always from with- 
inthe group with which they are working. They have 
close personal relationships with them and know the 
temper the people from one day the other. They 
usually work the line very close proximity 
it. The only difference between the supervisor and 
the other workers the fact that gets five cents 
per hour the responsibility shoul- 
ders. 

When disciplinary measure taken, 
all punishments are meted out the union, and 
the union alone. Recently had fight down the 
plant. The participants were called before the 
executive board and days off, plus year's 
probation the union. This kind treatment has 
very strong effect worker because comes 
direct judgment from his fellow workers. 
way expression public opinion and everybody 


very wary having his fellow workers down 
him. The workers themselves feel that this power 
belongs them and they are able express through 
their elected representatives. They realize that and 
never forget that they can get rid their chairman 
simply ten per cent vote for change, which 
will bring new election. 

The union has also established other pro- 
cedures and policies which are now accepted the 
Company. were the ones that insisted that peo- 
ple given another chance different job they 
didn't work out the first one. That's worked out 
pretty well. Sometimes when girl isn't satisfac- 
tory ona have the superintendent send her down 
and talk her and tell her that maybe she ought 
try some other job. After havea talk about she 
goes back and the superintendent asks her she 
would like tosome other operation. She's 
quite pleased and very frequently 


the results are better for everybody all the way 


around. One superintendent will have girl that 
wants get rid and another superintendent will 
have another girl who unsatisfactory him. 
Sometimes instead having two people fired,I just 
have them switch girls and many times this has 
turned out completely satisfactory operation. 
Both them getrid agirl who can't their work 
and get girl who works out very well. 

some respects operate like per- 
sonnel department. took over this transfer bus- 
iness little little, least got into because 
the superintendents who wanted transfer people 
around very frequently ran with it. They 
would start transferring people simply get rid 
them because they didn't like them and, course, 
that came the attention the union and had 
put our foot down. Little little got the point 
where the superintendents checked with before 
they made any transfers and finally came under 
our jurisdiction. They recognized that had some 
concern with the way people transferred 
around that now check transfers make 
suggestions ourselves. didn't have anything like 
that the agreement. just grew little little 
went along. 

The superintendents who were used 
firing their people any time they pleased soon real- 
ized that every time they fired someone they had 
answer the union and give some kind reason for 
it. The same thing was true when they wanted dis- 
cipline someone. They couldn't lay someone off 
probation period, give them acut salary even 
stand and bawl them out without hearing some- 


thing from us, eventually the division labor 
came about where the superintendents and foremen 
were very definitely concerned with the job pro- 
duction and that was all, the union took over the job 
discipline. People feel much worse anyway 
when their own group representatives their 
own group bear downon them because the superin- 
tendent someone like that gets after them they 
just think, "Well, that's what he's supposed 
anyway," and write about half off because they 
feel they have their bunch back them anyway. 
Mr. Laderman: were able work out 
new ways doing things because weren't tied 
any definite pattern from the beginning. This was 
kind ofa miscellaneous shop, and any- 
thing like our international, were free 
work outrates and working conditions complete- 
flexible manner. The same holds true with meth- 
ods production. lot unions have restrictions 


methods production, but everything was 


here, left that management. think that 
has been very important. You hear employers com- 
plaining all the time, "Why should have abide 
somebody else's rates standards when con- 
ditions are different?" union where you have 
number making the same products, you have 
have some uniform rules, but here weren't 
tied down anything. 

Mr. Garfield: were always willing 
try new ideas. Some them were good and some 
them were bad. Everything thatwe tried didn't work 
out but the good ideas saved and the bad ones 
discarded. 

Since the union has come into the company 
have tried quite number systems for wages 
and work. one time tried incentive system 
but this worked very badly and had given 
short order. The trouble was that all the emphasis 
was placed upon the individual. had terrific 
rush and everybody was competing with everybody 
else, they were fighting each other for materials 
and everyone was high strung and unhappy. Both 
morale and production fell off. After this experience 
went back our oldideas group responsibility. 

that foundation, have been working 
hard all times increase production. We've 
warned against restriction output time and time 
again. The people are only cutting their own throats 
with that sort thing, and find anybody even 
Suggesting something like that, they hear from 
hurry. 


The emphasis our union throughout has 
been upon-this group responsibility. have felt, 
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always, that people were able discipline them- 
selves, were able handle their work with mini- 
mum supervision and have proceeded upon that 
basis. This has paid off because has been possible 
have much larger proportion workers re- 
lation supervisory personnel than ever had be- 
fore. The best example this was the plant 
where the superintendent took three weeks vaca- 
tion. During this time production was maintained 
slightly increased and the plantof 350 people ran it- 
self completely without any supervision except from 
the shop chairman. This was the plant which won 
the Award for excellence production. should 
also mentioned that all the people this plant 
started general help and that during the period 
when supervision was absent there were three shifts 
running, ninety per cent the people being colored. 

One the most important events which 
the company and the union had cooperate was the 
introduction colored employees. When 
conceived the idea bringing Negroes into the plant 
had sold three different groups people. 
had sell each single one them the 
basis what they understood themselves, and 
that was something different each case. First, 
there was the case management. Shortly after the 
outbreak the war materials became extremely 
the Buchsbaums realized that they would 
have into war work almost completely fold 
up. they were going into war work they would 
have expand. They would have take over new 
plant. That seemed like good idea they went 
ahead with their plans. When they told us, said 
that thoughtit was idea, but asked them 
they had considered where they were going get 
their labor fill the plant. When promised that 
the union would take the responsibility for introduc- 
ing Negroes into the plants, they were willing ac- 
cept the idea. 

The second case was that the union it- 
self. found that had tremendous amount 
opposition the employment Negro labor, people 
Saying that they would under consideration work 
with the Negroes and threatening quit Negroes 
were brought into the plant. Ina case like that 
does good try talk all the people once. 
took first with the executive board and put 
them something like this. told them that 
any organization could not remain static. had 
one two things. either grew and developed, 
withered and died, and this point they had 
their choice regard our own union. told 
them that they could stay they were, which 
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case very short order they would have jobs 
remain all, and they would find themselves out 
the street. they could take the other choice 
and expand. The means doing that was hand: 
the ‘incorporation large numbers Negro em- 
ployees into the plant and into the union. Thus they 
had the choice losing their jobs expanding 
and strengthening their union, retaining their jobs, 
and the same time also making democratic and 
patriotic gesture. That went over. 

While the white people had threat- 
ened quit before they would work with Negroes, 
only lost about dozen people this way. Nine 
quit themselves, and two three others had 
thrown out. We.threw them out all right. made 
clear that this thing had work and that were 
not going stand for any monkey business. 
course, there were some incidents. One day Negro 
boy accidentally scratched woman's hand with 
nail when was putting box supplies her 
work table. She wasn't hurt badly, and wasn't his 
fault, but her hand was bleeding pretty badly, and she 
was the office have bound up. When she 
came back, she chased down the Negro boy and 
started calling him black bastard and all that kind 
thing, saying that had done purpose and 
that meant kill her, and on. Well, the union 
chairman stepped right away. gave her card 
and told her down union headquarters and 
cool off. was clearly her fault. 

Well, let her wait aroundand lose about 
day and half work before let her come back 
again. Before she came back, said weren't 
going stand for any fighting trouble. 

the union can't work together 
group, we'll all lost the long run. There have 
been few other cases like that, and have taken 
the stand that when there's fight, fire both 
the people without asking who right who 
wrong. Now that bit arbitrary, for generally 
there somebody who right and who wrong. 
But figured was better not get into any such 
arguments gave orders have them both 
fired--except obvious cases. take the stand 
that we're not going have any fighting the plant, 
that there chairman stop trouble. We've got 
union shop, and fight the plant fight be- 
tween two union members. And you can't have 
effective union with the members fighting each other. 

our union, respect people the 
basis ability and integrity. Our vice-president 


and our secretary are Negroes, and some our 


strongest chairmen and committeemen are Negroes. 
Regardless color, really work together all the 

union only good the people who 
participate its activities. try encourage 
everyone become more than simply passive mem- 
bers offering theater parties, and concerts. 
reduced rates, picnics, and series classes 
the where they can learnvarious home arts 
and also get understanding the whole labor 
movement. Those who show particular and intelli- 
gent interests are appointed some the various 
committees and this way contribute their bit 
the success the organization. 

The attendance our various meetings, 
which purely optional basis, seems indi- 
cate that large proportion the members take 
active interest the functions their union. Our 
regular membership meetings are attended 
third the members and the proportion the in- 
dividual shop meetings higher. 

the union function successfully the 
members must have good understanding its 
procedures. Everyone gets copy the constitu- 
tion the union because and our are the 
bases from which operate. have abstracted 
the main parts the contracts and printed ina 
little folder that has gone out all the members. 

Now these are the two important things 
the folder, the ones that try point out the 
people. The first one says, "Take the complaint 
with the chairman committeeman and tell him all 
the facts the case and give him opportunity 
investigate the matter." The second one says, "If 
you are not satisfied with the adjustment made 
your chairman you are bring the case immediate- 
the attention the business agent manager 
the office the union." Now those two articles 
there are simple and they are basic. the people 
those two things they'll protected. 

The main thing whether the people are 
satisfied not. When individual things come 
then can explain them them terms the 
agreement, but the agreement just like the con- 
It's full amendments and one thing 
and another that it's difficult work with specifical- 
ly, just serves akind basis for operation. 
It's the point you take your basic understanding 
and you develop everything from there. under- 
stand the relationships have developed with the 
Company, and understand the spirit the agree- 
ment. That how are able work together. 
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UNION-MANAGEMENT DINNER CELEBRATE THE SIGNING THE NEW CONTRACT 


the evening October 31, 1945, the 
union gave adinner for management celebrate the 
signing the new contract. Top management, the 
top staff people, the superintendents, and the foremen 
all joined with the union officers and shop chairmen 
eat and drink together. The groups mixed infor- 
mally before union and management peo- 
ple mixed together along the banquet table. 
The evening proceeded, without strain, note 
easy informality. 

From the union's standpoint, the chief 
purpose the dinner was bring the spirit the 
agreement more effectively before the superinten- 
dents and foremen. 

present here reports the chief 
speeches the evening: Mr. Laderman speaking 
for the union and Mr. Buchsbaum replying for the 
Company. They will help give picture one 
the important ceremonial activities that has con- 
tributed this relationship, and they will also show 
the sentiments which activate the leaders and which 
they seek transmit the members their or- 
ganizations. 

Mr. Laderman: want greet you all the 
name the union this very important and hap- 
occasion. This the culmination num- 
ber weeks ofconferences agreement. 
very happy report that our membership 
has approved the contract with only one vote 
againstit. daysit pretty good show- 
ing confidence and trust the leadership 
our organization. 

have just signed very important docu- 
ment which will the framework our rela- 
tionship for the coming three years. say, the 
framework, because all agreement can 
mere skeleton, consisting rules and regula- 
tions, policies and programs which can only 
brought life and given flesh, blood and bones 
the people who are charge carrying the 
agreement into actual practice. for these 
reasons that talka great deal about the spirit 
behind the agreement. Unless there desire 
tract rather than continuously referring the 
letter, will not successful. the long run 
tion people working together, understanding 
one another and feeling that they are doing the 
right thing. While old time business has been for 


long time concernedprimarily with profits and 
production, modern business, mean business 
with conscience, realizing more and more 
that profits are not production not all. 
That with that, must come the establishment 
pattern human behavior, coordination, confi- 
dence, and voluntary cooperation, based upon 
understanding each other's rights human 
beings, citizens free democracy. 

is, therefore, the utmost importance that 
the superintendents, supervisors, foremen and 
their assistants, together with the chairman 
our shops, and the committeemen each floor, 
that these people who are the foundation our 
agreement, and the foundation good will the 
plants, that they understand their joint obliga- 
tions and joint responsibilities. Only they, 
individuals and group, can make this legal 
document living, breathing, dynamic instru- 
mentality the interest happier relation- 
ship the plant, and by-product, and very 
increase production, in- 
crease profits, and gradually build the busi- 
ness, and the conditions the workers em- 
ployed these plants. 

have many opportunities weekly, and month- 
ly, talk our chairmen and commit- 
teemen, about their obligations and their re- 
sponsibilities, but don't always have oppor- 
tunity, and the privilege meeting with the su- 
pervisors and foremen, and talking them about 
their part the job, and Iconsider privilege 
able make these few remarks them 
today. sure they will not only the in- 
terest the union, but the interest the 
company andin the interestof their own personal 
welfare. 

There was when the foremen and su- 
perintendents were forced use whip drive 
the people, and through the sweatshop system 
with all its evils, get out production that was 
demanded from them the higher ups. that 
time the foreman was hated person. was 
despised and feared. never had the good will 
the people under him and, certainly not their 
friendship. 

Now the situation has changed. don't have 
tell you that. foreman supervisor can 
only successful his production program, 
his efficiency program, proportion the 
amount confidence thathe has from the people 
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working with him. can only get their cooper- 
ation they feel that fair, and reasonable, 
and considerate. Then only will they all the 
way for him. Then they will produce not only 
their share, but they will help himset higher and 
higher goals. Then they consider themselves 
co-workers joint enterprise, and whatever 
they done through their voluntary efforts 
with sense pride achievement. The more 
respect the foremen and supervisors show for 
the group, and every individual member the 
group, the more consideration gives their 
problems, the more successful will vol- 
ume and quality production. 

would, therefore, like formulate the fol- 
lowing four points guide for happier rela- 
tionship the group. hope the foremen will 
consider them good advice from friend with 
many years experience dealing with these 
problems. 


Establish integrity your dealings. 

patient listening complaints and 
grievances. 

Develop mutual consideration 
for the other viewpoint even though you 
don't agree with him. 

Try fair and just any policy that 


"integrity" mean that you are deal 
with the shop chairman the basis honesty. 
Don't promise anything that you can't carry out, 
and when you promise something, sure you 
have the authority so, and don't pass the 
buck afterwards. Your word the chairman 
must kept all times. Without the basis 
integrity, there can lasting relationship 
established between you, and the representative 
the union the shop, the shop chairman. 
must answer the*people who elected him, for 
every promise makes them your name. 
must transmit your good will them, and 
can only that you treat him with honor, and 
respect, and live all that you say him. 
canbe your bestfriend, and fact you should 
friends, but can only that basis 
honest dealing, honestly arrived at. wantto em- 
phasize that honestly arrived atis just impor- 


tant. The chairmancan his prestige 


long the people have faith him. The moment 
loses the faith the people, longer will 
able any services you, the com- 
pany, the union. Therefore, all your dealings 


must honest, aboveboard basis without 
any attached them. Remember 
that your bridge understanding between 
you and the hundreds workers. You can't 
talk each individual person, but you can build 
abridge, unite you workers astrong, 
sound and honest basis, recognizing this joint 
responsibility that you and have for the wel- 
fare the group. 

utmost importance that you bear with the chair- 
man and committeemen, and listen them with 
ity. Most people stop listening others soon 
they get little authority, and many times 
goes their heads, and they things which un- 
dermine the very basis upon which their success 
can built. Now patience with the chairmen 
and committeemen listening their com- 
plaints, their problems, their grievances, mat- 
ter how trivial they might seem you, the 
utmost importance. Unless they feel that you 
are giving them real hearing, and considering 
their problems, unless they feel that way, and 
you who have got make them feel that way, 
they will not discuss them with you, and the re- 
sult will individual action them, rather 
than joint action, which must our policy all 
matters affecting the people and the firm. 

want particularly stress the fact that 
the chairman the shop double capacity. 
first all worker, making his living 
the plant, but is, also, ambassador the 
union the plant, with definite rights under the 
contract. the first stage our machinery 
grievances and adjustments. difficult 
perform the second part; and also 
work. Therefore, must consider the chair- 
men least 50% overhead part the labor 
relations machinery, and only 50% production. 
From narrow viewpoint, that might costly 
proposition the firm, but from the broader 
viewpoint, the most profitable, because the 
firm has the chairman additional powerful 
incentive for cooperation and efficiency. Com- 
itdoes from the representative the peo- 
ple themselves, many cases can great 
deal more than the firm supervisor, because 
his motives are not questionedor misunderstood. 
The workers know that they have chosen the 
chairman and that their friend and his ad- 
vice and guidance their best interest. 


consideration that dual capacity, the 
foreman must recognize that when talks the 
chairman about union matters, shop matters, 
any matter pertaining the conditions work, 
that talking equal, holding similar 
position his own, that supervisor 
good will and cooperation, representing the union, 
just the supervisor foreman supposed 
represent the good will the concern. There- 
fore, they are meeting equals, and not 
worker and superior, but two responsible officers, 
having joint job equal importance. 
The moment recognized and acted upon, 
from that moment on, the relations improve, and 
the firm can immediately see terms bet- 
ter and more production, and greater coopera- 
tion the group. 

That brings the point mutual respect 
each other's viewpoints. don't expect you 
agree with everything the chairman has 
the committeemen the shop, but 
ask you respect the viewpoint, and consider 
the grievance seriously. don't ask you 
immediately answer the chairman yes, no, 
any proposition that might come before you. 
think you ought consider the problem careful- 
ly, deliberate it, and necessary consult with 
your superiors, the executives the firm. But 
remember the way you take complaint, and 
the means which you use achieve your ends are 
very important. Don't ever tell the chairman 
"look away" "don't hear much," "think 
more yourself," "don't bother with these 
petty The moment you say these 
things, you are starting the dangerous road 
which will lead chaos, because, the chair- 
man follows you and begins "look away," 
will immediately removed, and someone else 
elected his place, with definite instructions 
from the group "tough." If, the other 
hand, keeps bringing matters you that 
need corrected and you keep telling him 
that "he seeing too much," eventually leads 
personal discrimination, and the chairman 
begins realize that you are trying take ad- 
vantage him worker, thereby bringing 
pressure his activity chairman. You 
might give him harder work, you might re- 
move him different plant, give him dif- 
ferent hours, make his life miser- 
able, because dared outhis duties given 
him the union group. this thing happens, 
the next stepis, course, stoppages, slowdowns, 
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and finally strikes. More stoppages 
and slowdowns have taken place because dis- 
respect shop stewards and committeemen 
than for any other reason. Remember that 
isn't always wages and hours that people fight 
for, they fight mostly for the right consid- 
ered free and independent their judgment and 
rights under the contract. Unless the repre- 
sentatives ofthe union the same equal- 
ity bargaining, the representatives the 
firm and equal respect due them, you can't es- 
tablish sound, peaceful relationships industry. 
Remember whatever happens between you and 
the chairmen immediately percolates the 
workers. 

your job build the prestige the 
chairmen with the group, just our job 
build your authority. his prestige and 
authority, both together that makes click, that 
makes for voluntary discipline. Remember that 
voluntary discipline your key efficiency 
the plant. 

needn't tell you that far con- 
cerned and Sid Garfield; both stand ready 
help, advise and cooperate with you all times, 
plan together with you for any new changes 
policies that you might have mind. are 
partners this enterprise, either both suc- 
ceed both fail. particularly our 
own situation where the entire group working 
for Buchsbaum Company. life neces- 
sity for us, the heads the union, make our 
relations successful possible, and our 
plants model industrial efficiency and in- 
dustrial democracy. ask you please take 
these things into consideration and think about 
them. sure you will find most them 
your interest andthe interest the firm and the 
workers. 

now would like say word the heads 
the company this important occasion, and par- 
ticularly the President, Herbert Buchsbaum. 
Our relationship has been the finest. un- 
derstand ourselves more and more, spite 
the fact that disagree many have 
tle our differences. still have, however, be- 
the program working outa progressive 
wage policy, which the present time still 
experimental stage. Our wage policy still 
based upon trust and confidence you, Mr. 
Buchsbaum, and your associates. have es- 
tablished certain minimums our contracts. 
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They must considered minimums, and not 
maximums. must continuously strive 
raise the level income for our semi-skilled 
workers, and gradually bring them level 
least one dollar per hour, and the wage 
our skilled workers higher and higher levels 
above the minimums least $1.50 per hour. 
should the ambition the company, not 
only employ three four thousand people, 
which very much, but, also, employ 
them the best possible wages and under the 
best possible conditions. must think one 
dollar hour for semi-skilled and $1.50 for 
skilled workers. Only then can become 
model for other industries follow. While 
are striving toestablish the friendliest and most 
cordial relationship and increase production and 
efficiency, ask the company continuously 
help raise the level wages. should not 
follow the example some the low paid in- 
dustries, but rather make our own standards for 
others follow. The basis our policy must 
be, that wages must increased proportion 
the increase efficiency and production. 
our people modern machinery and 
equipment and efficient methods production, 
bring the unit cost down per item, there should 
question that they are entitled propor- 
tionate increase wages. hope will the 
ambition Buchsbaum Company, not only 
tobe builders King" Princess" 
since 1888, but also builders social justice, 
fairness dealing with their workers and build- 
ers happiness its people through higher 
wages and better conditions. should the 
ambition, not only make the best article the 
lowest possible cost the consumer, but, also, 
the highest possible wages the workers, lead- 
ing the way, and making others follow our policy. 
Only then say that Buchsbaum Company 
witha social conscience, interested 
the welfare the people andtheir families. Only 
then can say that Buchsbaum Company's 
business the interest the general welfare 
the community, and that its success par- 
amount concern all citizens the 
greatest democratic nation the world. 

hope during the next three years bring 
our wage policy closer line with these objec- 
tives. don't have repeat what have 
said many times before, that the same time 
are going try hard build this busi- 
ness thatour people canenjoy greater securi- 


and better and fuller life. 

are looking forward the most 
period the life our own country with 
ing optimism and hope. are 
the establishment Buchsbaum Company 
model enterprise, model industrial states- 
manship and the field human rela- 
tions industry. have fine foundation for 
it. have excellent material for it. have 
the confidence and good will the entire mem- 
bership. intend use this confidence 
sacred trust, with courage and vision, with in- 
tegrity,in the interest the high moral purpose 
bringing happy life, good and full life, 
all our people, thereby showing that the demo- 
cratic way life the happiest way life, and 
that only democracy lies our future work- 
ers and nation. 


Before beginning read his prepared 
speech, Mr. Buchsbaum turned Mr. Laderman 
and said that felt that was worth-while make 
then proceeded accept the $1.50 wage mini- 
mum which was mentioned Mr. Laderman 
least possibility and pointed out that any wage in- 
creases were contingent upon the full production 
the company which depended upon the workers and 
upon the vagaries the economic world. then 
turned the part Mr. Laderman's speech 
which had asked the superintendents and foremen 
accord equality the stewards and give them 
every consideration their requests. pointed 
out that the foremen and superintendents must 
considered individuals too and particularly 
relationship the place they occupied the com- 
pany. said that these people were frequently un- 
der pressure from the people above them 
plant, they had production schedules meet, and 
budgets comply with. urged the union officials 
give the foremen and superintendents every con- 
sideration when they had request make and if, 
when they spoke the foremen about some matter 
which concerned them not seem get par- 
ticularly sympathetic hearing, not take offense 
and consider direct insult indication 
that the supervisor was disinterested, but try 
again the same afternoon possibly the next morning 
when the pressure might relieved little bit and 
the supervisor more receptive mood. After 
reemphasizing Mr. Laderman's request for union- 
management cooperation, turned read the body 
his prepared speech which follows. 


Mr. Buchsbaum: break bread together, 
the warm pleasure good fellowship permeates 
every heart. When management and labor join 
each other and strive for each other's good, the 
resulting partnership unbeatable. 

Management fearlessly expands plant facili- 
ties, plans new products, appropriates advertis- 
ing schedules, does management's duty 
do, relying the solid support labor 
make its plans successful. 

Labor certain security, fair treatment, 
and full opportunity for advancement. 

are gathered here solemnly bind our- 
selves written covenants, certain things 
and refrain from doing others. proper that 
sign such covenants, but spirit have al- 
ready achieved agreement that the written 
word cannot improve. And that spirit what 
celebrate here tonight--what must protect, 
nurture, and amplify. 

The union knows and hereby further as- 
sured that everyone the executive staff knows 
this company wishes and will countenance 
act that will bring the union into disrepute 
members, the outside world. 

turn, management certain that every 
union steward loyal the company, 
well the union, and friends, this type 
dual loyalty not divided one--it united 
loyalty. 

From aneconomic standpoint, this happy state 
labor and management result some- 
thing more concrete than just beautiful har- 
mony. Let examine the most recent record. 

war contracts. Not one war article was capable 


ANALYSIS 
BUILDING THE NEW SYSTEM 


This the story remarkably rapid 
and complete change from conflict cooperation. 
Perhaps, sift out the factors which made the 
change possible and then see how this ap- 
proach may appliedin other cases, will able 
enlarge our understanding the problems 
building cooperation industry. 

First, let explain the change which took 
place this particular company. 
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being used civilian item. Only pilot lines 
samples the new civilian items were evi- 
dent. Within days stand converted and go- 
ing top speed. Harmony has given results. 
And are keeping faith with our boys leaving 
the service. For every one our boys and girls 
leave Uncle Sam, there better job 
waiting than when they left. Our of- 
fice open daily for our own and additional ex- 
soldiers whose firms may not have provided for 
them well. 

Our plans for the futureare large. This com- 
pany will grow and its employees will grow with 
it. 

Let few words the formula 
which each employee's success and the success 
the company being achieved. 


'Mix intelligent effort with brotherly love, 
Stir well and apply freely'. 


Sweet the scene where genial friendship plays 
the pleasing game interchanging praise. 

This union the past many years dealing 
with this company has scrupulously adhered 
every agreement has made--to the spirit, 
well the letter. signing the contract 
behalf the company, so, certain 
heart that the future performance will the 
past. Peering ahead, may discern periods 
time cause some apprehension. 

But fire the testof gold, adversity strong 
men. 

When, God willing, stand 
--we are certain weather all storms that the 
sea commerce may have store for us. 


THE CASE 


Economic Factors 

Since wages were very low the winter 
1940-41, might think that economic factors 
were sufficient explain unionization. Certainly 
the workers were seriously concerned over the level 
their wages, but mustbe remembered that most 
them had never factories before 1935 and 
that many the workers had advanced job skills 
and wages the succeeding years, that, rela- 
tively speaking, they were not badly off. One 
the workers explained his stand this way: 
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that time steady and was 
making about $100 month. Prices were lower 
then, was doing pretty good. was doing bet- 
ter than had ever done before, but still there 
was this fear all through the plant. You were 
afraid speak and tell the foreman the 
boss what you really thought. think that's why 
joined the union--for freedom speech. 
wanted tell the boss when was wrong just 
well when was right. 


The quotation from James Whitfield, 
now vice-president the union. was the first 
sign pledge card, and then went sign 
forty other workers. Our evidence indicates that the 
motivation other key workers the organization 
drive was much the same this case. 

the company side, find that Mr. 
Buchsbaum was not forced economic considera- 
tions make peace with the union. The strike oc- 
curred most favorable time for the company, 
and Mr. Buchsbaum was confident that could break 
it, right the time that made his decision 
sign contract. 

od, the company might have been under economic 
pressure and have been forced sign contract. 
However, there are many employers who sign con- 
tracts and yet not establish harmonious relations 
with unions. Economic pressure never suffi- 
cient explanation for union-management cooperation. 

live with the union, Mr. Buchsbaum 
had find economic basis for the new relation- 
ship. The first step this direction came through 
the meeting with the union committee. 

While economic factors must receive 
careful attention any union-management study, 
these factors formed only small part the moti- 
vation the people both camps. 


Role the Government 

But for the NLRB, Mr. Buchsbaum cer- 
tainly would not have met with the union committee 
when did, and, being confident that could break 
the strike, might never have agreed such 
meeting. However, the notcreate the 
new relationship. simply set certain conditions 
under which agreement became possible. 


Establishment Personal Contacts 
The strike disrupted the old pattern hu- 
man relations. Mr. Buchsbaum considered 


himself close his workers, but now could not 
meet with them exceptin the presence "outsiders" 
whom feared and distrusted. reestablish re- 
lations with his workers, was necessary find 
some bridge lead from the old the new system 
relationships. The mutual served make 
such transition possible. When Mr. Buchsbaum 
had lunch with Mr. Laderman and his business ac- 
quaintance, was able look upon the union lead- 
human being with whom some agreement 
might possible--although remained determined 
break the strike. 


The Discovery Common Values 

Mr. Buchsbaum had always looked upon 
unions and union men his enemies. Developments 
upon the national scene between 1935 and1941 tended 
weaken his anti-union position. the time the 
1941 strike, still felt that unions were bad for his 
business, but was not sure had been 
1935 thathe was defendinga righteous position. The 
law was against him, and this weight above 
and beyond the penalties invoked for its 
violation. 

This weakening position might have led 
capitulation, but that itself hardly the basis 
for areal For cooperation 
possible, Mr. Buchsbaum had change his senti- 
ments that could think and feel: these union 
men enemies; they are human beings that 
can get along with. 

Such drastic change his pattern 
thoughts and sentiments could not accomplished 
logical processes alone, involved deep seated 
emotional readjustment. Nor could the new pattern 
abruptly substituted for the old. New ideas and 
sentiments had find place the old pattern and 
then, under the impact experience, further 
changes could introduced until the new pattern 
could take shape. 

this critical initial period, Mr. Buchs- 
baum found three points common values which en- 
abled him see the possibilities agreement. 

(A) Mr. Buchsbaum felt his property rights 
menaced the strike. Property rights, the time, 
held top place his scheme values. When Mr. 
Garfield stepped prevent the strikers from 
damaging the car, appeared show Similar re- 
spect for property. This was also demonstration 
order and discipline. 

(B) Mr. Buchsbaum was accustomed thinking 
terms costs andvolume production. The sug- 
gestions made the workers the initial confer- 


ence fitted perfectly into this pattern. 

Furthermore, Mr. Buchsbaum had been 
customed thinking the workers his people. 
had paternalistic attitude toward them and 
thought terms their personal him. 
The union seemed threaten this relationship. But 
the workers appeared demonstrate their continu- 
ing concern for the welfare Mr. Buchsbaum and 
his company. therefore seemed possible for him 
keep the loyalty his workers although ona dif- 
ferent basis. 

(C) Mr. Buchsbaum was lover fine music. 
discovered that Mr. Laderman was devotee 
opera. far labor relations are concerned, this 
would seem irrelevant consideration, but 
are not dealing with logic. When new sets hu- 
man relations are developed, the interacting 
individuals need find certain values common. 
This important aidin providing the confidence, 
which enables the new relationship develop. 


Agreement Without Reservations 

Top management entered into the new re- 
lationship without reservations. There was thought 
getting rid the union some future date. 
the contrary, Mr. Buchsbaum took pains channel 
all benefits the workers through the union struc- 
This served strengthen the position the 
union among the workers and made possible the 
strong, positive program which the union leadership 
adopted. 


Supporting the Agreement the Management 
Structure 

the beginning, Mr. Buchsbaum made 
every get foremen andeven dissident work- 
ers accept the new relationship. Mr. Gar- 
field's story indicates, new foremen and superinten- 
dents have notalways been sufficiently informed and 
persuaded top management, but whenever the 
question management sabotage the relationship 
raised, Mr. Buchsbaum acts unequivocal man- 
ner support the agreement. 


Positive Contributions Union Leadership 

The top union leadership led off with pos- 
itive contributions cooperation. Workers who 
could not accept the new relationship were disciplined. 
Fortunately, the strike had been short and the 
victory complete that the leaders were able 
exercise such discipline without alienating the sup- 
port the rank and file. 
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Mr. Laderman and Mr. Garfield also be- 
gan offering union helpin production problems. That 
help took two forms. They encouraged the workers 
produce more; they discouraged slowdowns and 
restriction output. And, the basis their 
comparative background factory experience, they 
were able offer valuable suggestions the field 
industrial engineering. 

The workings the grievance procedure 
were not left drift. was probably important 
the early stages the relationship have the ad- 
vice action experienced negotiator every 
grievance. Mr. Garfield points out, this pre- 
vented union representatives from committing them- 
selves untenable positions, and served build 
pattern for the handling such problems. 
the pattern took shape, was possible allow 
many problems handled lower levels. This 
is, fact, what has actually happened. While the 
union still very strongly led the two top of- 
ficers, the executive board workers the plants 
means composed "stooges" for the top 
men. have found instances which the second 
level leadership has overruled the two top men 
the disposition grievances the formulation 
policy. 


The Building Mutual Trust 

large part behavior organizations 
based upon personal commitments. Mr. Buchs- 
baum agrees carry out certain policy. Mr. La- 
derman and Mr. Garfield present the policy their 
executive board and gain approval there. The mem- 
bers the executive board undertake sell the 
policy the rank and file. But then, suppose Mr. 
Buchsbaum changed his mind and went back his 
promise. such case, the top union officials 
would lose face with the executive board, and the 
executive board would lose face with the workers. 
The entire union organization would threatened 
with disruption. The only way for the leadership 
hold together would adoptan aggressive anti- 
management policy. 

The same conclusion holds true for the 
leadership. Top management leads its subordinates 
expect certain developments. the commitments 
are then broken, the stability the management or- 
ganization threatened. 

therefore crucial importance that 
occasion have Mr. Buchsbaum the union 
leaders made commitments each other that they 
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have not undertaken carry out good faith. The 
relationship goes far beyond specific promises. The 
men have learned know each other weli enough 
that they know what expect from each other, 
wide variety circumstances, even when com- 
mitments are made. Without such mutual confidence 
and predictability, stable system human rela- 
tions possible. 


The Contract Living Document 

Neither party has treated the document 
complete definition and limitation the relation- 
ship. Both have recognized that not the legal 
terminology but "the spirit behind it" which sustains 
the relationship. 

They have further recognized that itis im- 
possible cover all possible cases contract 
and that therefore both parties must take realistic 
view the system human relations they wish 
maintain settling problem cases. 

The following case presents good exam- 
ple this approach. The contract provides that 
new employee must employed for three weeks be- 
fore acquires union protection. that point, 
may discharged entirely according manage- 
ment's discretion. 

Recently Negro woman was hired 
machine operator. Since she had only several days 
previous experience such machine, the super- 
intendent put her the payroll the "general help" 
classification cents hour less than machine 
operators pay. explained that she proved able 
handle the machine, she would move the reg- 
ular rate. 

After several days the job, the em- 
ployee noted that all others working this job, in- 
cluding some hired white girls, were re- 
ceiving the regular rate. She complained her 
union committeewoman. The union argued that the 
contract provided learner's classification, that 
anyone operating machine must therefore receive 
the regular rate. Management acknowledged its 
mistake and the eniployee received the increase. 
But several days later the superintendent discharged 
her, claiming that she was not capable operating 
the machine efficiently. 

The woman claimed that she was being 
discriminated against because color and being 


punished for taking her case the union. The case 


was widely discussed the work force, and the Ne- 
gro employees were agitated that production was 
seriously hampered. The superintendent argued that 
his decision was made simply terms the em- 


ployee's lack skill, with thought discrimina- 
tion, and that, furthermore, since the woman had 
been the payroll less than two weeks his action 
could not challenged. Mr. Garfield argued that 
neither the superintendent's intentions nor the con- 
tract couldalter the the discharge was gen- 
erally interpreted discrimination for reasons 
race andunion activity. While only few dollars was 
stake for the company, this was vital issue 
the union. 

The superintendent agreed take the 
woman back for another week's trial period. the 
end this time, was still convinced that she was 
unable handle the machine efficiently, and 
therefore wished discharge her. The matter was 
then discussed with the union committeemen and the 
top union officials. the basis careful obser- 
vations her performance, they agreed that she was 
notable todo the job adequately. The superintendent 
thereupon discharged her. Feeling that the employ- 
had now had fair trial and that the position 
the union had been protected, the representatives 
accepted the decision without protest. And there 
was disturbance the part the rank and file. 

this case, the company had unques- 
tionable right, according the contract, discharge 
the employee. stand this right would have in- 
volved serious losses production, perhaps cul- 
minating complete work stoppage. The morale 
the work force would have been disrupted and 
union-management cooperation undermined--a high 
price pay for the protection management's pre- 
rogatives. Instead applying the contract provi- 
Sions literal and simple minded way, manage- 
ment recognized that maintenance effectively 
functioning social system was the chief considera- 
tion. The case was therefore settled way which 
would contribute this goal. 


10. Both Sides 

effort was made the outset either 
management the union "draw line" be- 
yond which the other party mustnot allowed go. 
Each side has been scrupulous its efforts ad- 
here "the spirit the contract", but legalistic in- 
terpretations were never block the devel- 
opment the relationship. The leaders both 
sides adopted pragmatic approach. For manage- 
ment the goals have maintain flexible plant 
organization, lower costs, and build the vol- 
ume production. For the union, the goals have 
been provide ever-increasing measure eco- 
nomic and emotional security for the workers. Both 


sides have recognized that the two sets goals 
together--that, fact, neither one can achieved 
without the other. 

Therefore the problem has been one 
joint exploration find the means that will serve 
this common set goals most effectively. was 
this way that the system shop discipline evolved. 
And this approach had also resulted the combina- 
tion supervisor foreman with union chairman 
some instances. 

should not imagined that any these 
adjustments represent final solutions problems. 
New conditions demand new adjustments. The flexi- 
bility the past may not easy maintain, but 
least both sides are committed the effort, that 
there more prospect continuing successful ad- 
justment than cases where managementor the union 
try draw the line and reach final solutions de- 
fiance changing world. 


11. the New System Relationship 
Through Periodic Ceremonials 

Anthropologists, studying primitive tribes, 
have long recognized the importance ceremonials 
for mobilizing the sentiments groups people. 
our modern, industrial society, tend not 
utilize such tools because their non-logical foun- 
dation. like thing thai all men are (or should 
be) dominated reason. are forced experi- 
ence recognize thata large part the behavior 
observe non-logical yet, because 
our rationality bias, are unable deal skill- 
fully with such behavior. 

The effective industrial union leader 
the man who recognizes the sentiments his fol- 
lowers and knows how mobilize them serve the 
goals the organization. Such leader recognizes 
the role ceremonials can play union-management 
relations. 

this case, management and the union 
representatives have eaten anddrunk together regu- 
larly several timesa year. They have talked togeth- 
informally, and they have expressed their senti- 
ments formal speeches. The negotiation the 
October, 1945, contract presents good example 
this approach. 

When the negotiations 
opened, management invited all the union shop 
chairmen and members the executive board toa 
dinner. The first speech was made Mr. Lader- 
man. There laid out both the long-run goals and 
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those which the union would seek gainin the cur- 
rent negotiations. Mr. Buchsbaum then replied. 
First endorsing the long-run goals the union, 
then discussed the position the company and em- 
phasized the problems reconversion which would 
make unwise for both parties proceed too fast 
this direction. There were number formal 
expressions good will from members manage- 
ment and the union during the evening. 

The subsequent negotiations resulted 
agreement giving the workers wage increase (in 
October and February installments) averaging about 
per cent. While this proved below the figure 
won some the large industrial unions, was 
considered satisfactory tothe union for two reasons. 
First, the company had expanded tremendously and 
shifted the character its operations during the 
war. the uncertain reconversion period; was 
considered more important for the company 
able consolidate its newly won position and main- 
tain its large-scale operations than for pay out 
larger benefits the moment. And second, the union 
had the continued assurance that wages would rise 
with each improvement the company's economic 
position. 

celebrate the signing the contract, 
the union invited management, from president down 
foreman, the dinner which have reported 
earlier. 

The effects such ceremonials are too 
diverse and widespread permit precise measure- 
ment, but are able cite one concrete instance. 
the time the dinner, the union had been hav- 
ing trouble with one plant superintendent, who was 
new with the company. refused cooperate with 
his union chairman and seemed carrying 
harassing campaign, transferring her from job 
job, placing her where she would not readily 
accessible the on. The union was 
preparing act this problem when the dinner 
made unnecessary. The superintendent reported 
that the dinner gave him abetter idea his position 
relation the union, and the chairman reported 
that she was able, thereafter, work with him ina 
cooperative manner. 


12. Development New Pattern Thoughts and 
Sentiments 

Earlier have pointed out that was 

essential values, which would 

make possible the development new relationships. 


See Benjamin Selekman, "When the Union Enters", Harvard Business Review Winter, 1945. 
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new system human relations develops, 
inevitable that the people involved develop new 
patterns thoughts and sentiments. And these new 
patterns turn serve support and reinforce the 
new system human relations. 

can chart some this development 
from the statements the management and union 
leaders. 

the workers had originally appealed 
Mr. Buchsbaum terms the need for job securi- 
ty, the right the worker express himself 
the conditions his employment, and similar 
democratic values, they would have elicited pos- 
itive response. These values had place the ex- 
isting pattern, and thérefore could not respond 
them. responded instead the values which had 
place that system. 

Today Mr. Buchsbaum can think, feel, and 
act terms that were completely foreign him 
1940. Property, costs, and production are still im- 
pertant his scheme values, but human values 
have become integrated with them. His experiences 
since 1940 have shown that these original values are 
better served also terms human 
values. Nor this Simply question means 
ends. These values have become endsin themselves. 
Mr. Buchsbaum has found the new system human 
relations rewarding direct, human way, quite 
apart from its contribution efficient production. 
gets satisfactions from feeling that contrib- 
uting the solution race relations problems and 
that has gained position leadership among 
the workers which was never his the days pa- 
ternalistic control. 

the union side, there has also been 
reorientation thoughts and sentiments. When 
talk Mr. Laderman and Mr. Garfield today, 
find them constantly and seriously concerned with 
problems costs, efficiency, and volume produc- 
tion. similar outlook found among the lower 
levels union officers. The union recognizes that 
only through improving the performance the com- 
pany can gain further improvements the posi- 
tion the employees. 


THE FRUITS COOPERATION 


The fruits cooperation must viewed 
first terms the new system relationships 
which has grown up. The nature this system may 
best illustrated through the following simplified 
diagrams, illustrating pathways communication 
the structure, before and after unionization: 


Before After 
Management Management Union 


Workers Workers 
Before unionization, communication was 
predominantly ina one-way direction. The pressure 
for production coming down from top was rein- 
forced the lower levels, that the company was 
operating with foremen who were highly autocratic 
and unresponsive the workers. One worker ex- 
pressed the common opinion this manner: 


The foremen were bunch slave drivers, 
and that's what they were here for. They prac- 
tically carried whips. They just ran you around 
and got you this, and made you that-- 
just every bit work that youcould possi- 
bly do. Well, the result was that nobody did 
more than they had to. Everybody became 
expert doing just little possibly 
could. 


the union served change 
this system communication two ways: (1) Top 
management sought make the foremen more re- 
sponsive their subordinates, and, with union pro- 
tection, the workers felt more secure expressing 
themselves their superiors. (2) The union struc- 
ture operated provide balance wheel the man- 
agement structure. When disturbing changes were 
introduced the workers management, commu- 
nication through the union structure and from 
union management provided means for compen- 
satory activity and readjustment. 

one sense, the union represents check 
upon management's freedom action introducing 
changes into the work situation. the other hand, 
where there nosuch check, too rapid and 
tic changes may break down the morale the work 
force, destroy cooperation, lower production, and 
build absenteeism and labor turnover. 

Industrial processes and organization 
our rapidly changing society can not remain static. 
Where the union takes purely negative position 
blocking changes, friction inevitably follows. Such 
friction can overcome only where management 
wins the confidence the union leadership and the 
two parties work skillfully together introducing 
and cushioning the necessary changes. Flexibility 


there must be, but flexibility without security self- 
defeating. And security for the workers must 
emotional well economic. Emotional security 
means knowing where one stands the social sys- 
tem, Knowing what expect (insofar uncertain 
world will permit), and feeling free take one's 
problems through effective channels. 

The evidence have far indicates that 
management and union this case have gone long 
way toward achieving mutually satisfying balance 
flexibility and security. 

The building this new system human 
relations has brought economic rewards both par- 
ties. the period 1940-46, workers have gained 
average about 100% increased wages. While 
wage levels the company are Still well below those 
found automobile, steel, oil, and certain other in- 
dustries, union leaders are expecting further wage 
increases--as the rate production goes up. 


The economic gains the company are. 


more difficult measure, terms the union- 
management relationship. would most helpful 
could compare labor costs for the same items 
throughout the period change, but figures for the 
period when the relationship was established are not 
available. Even they were, doubtful whether 
they information value, for the peri- 
1941-45 was one exceedingly rapid changes 
processes and products. have some indication 
Mr. Buchsbaum's the dollar volume 
production per worker trebled that period. 

The period reconversion still re- 
cent that figures production and labor costs would 
have little meaning this date. The coming years 
will provide the test the company's performance 
analyze the relevant figures effort measure 
economic terms the fruits the cooperative re- 
lationship. 


SPECIAL CHARACTERISTICS 


Before can draw general conclusions 
from this study, must ask what special charac- 
teristics exhibits, which may limit its applicabil- 
ity. will find some these characteristics 
considerable importance. 

Most the workers came into the com- 
pany the same time, during the 1935 strike. 
Since few them had had previous industrial ex- 
perience, they identified their careers with the com- 
pany. While they had many grievances, they were 
also looking for some channels through which they 


APPLIED ANTHROPOLOGY 


could express their loyalty the company. Their 
identification with the company was certainly closer 
than found most cases, although there have 
been many instances unionization groups 
workers who feel strongly identified with their com- 
pany. 

Since the workers were not strongly hos- 
tile Mr. Buchsbaum and since they considered 
themselves loyal the company, the union leaders 
had head start building cooperation. 

The close relationship between the inter- 
national representatives and the local leaders, which 
has been verified our study, also noteworthy. 
Coming the same time with the same lack pre- 
vious experience, the local leaders fitted intoa homo- 
geneous group. Mr. Laderman Garfield have 
been able work closely with that group, that 
date there has been rise factionalism, which 
makes adjustments with management much more 
difficult. 

This clearly very unorthodox type 
union-management relationship. Workers who had 
had previous union experience would have developed 
fairly definite standards how union should 
behave. Since this was the first union experience 
for these workers, they were free evolve their own 
pattern. 

Much what has happened must ex- 
plained terms the autonomy and flexibility 
the leadership both sides. When are dealing 
with large business organizations and unions, 
find that the possibilities for local autonomy and 
flexibility severely restricted. Management 
refuses make agreements which may seem ad- 
vantageous locally for fear setting precedents for 
other areas where different conditions prevail. 
Similarly, the international union develops 
working rules and schedule rates which must 
administered uniformly else faces charges 
favoritism from union locals and from companies 
which feel discriminated against. 

The centralization negotiating and de- 
cision making power also important. Mr. Buchs- 
baum his own boss. While naturally consults 
the members his family, handles the negotia- 
tions, makes the decisions. many cases, 
the negotiator may gain confidence the union 
leadership andbe willing yield point reaching 
agreement, and yet may unable get the 
decision-making executive accept such position. 
perhaps the negotiator refuses concede point 
which the top executive would grant--providing 
had the contacts and the experience sitting through 
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the negotiations. Wherever decision maker and ne- 
gotiator are different people, the process collective 
bargain becomes more complex and more likely 
down. 

This point applies not only the process 
bargaining contract. has been important 
have top the grievance pro- 
cedure definitely localized one person over 
period years. have studied other cases 
which union-management friction clearly stems, 
part, from the turnover management personnel. 
Where individuals these positions are changed and 
especially where authority left uncertain, there can 
consistent policy, and the union reacts aggres- 
sively toward management. this case, the top the 
organization was stable. The unionknew Mr. Buchs- 
baum and know what expect from him. Dealing 
with him, the union leaders have been able satis- 
the members, who have continued elect them 
office. The stability personnel both sides 
has contributed greatly the stability the rela- 
tionship. 

the time that the company was organ- 
ized, was the only concern its field included 
the novelty workers union. This meant that Mr. 
Laderman was not any scale rates 
and working rules. had full local autonomy and 
was therefore able develop new pattern fit 
the situation instead being forced fit the new 
system relationships into existing structure. 

The nature the also seems ac- 
count for some the flexibility find. While the 
agreement was signed before Pearl Harbor, even 
then the company was the throes expansion 
program and was developing new products. This 
may make adjustment more difficult attain, but 
may also force people recognize that use- 
less try maintain the status quo. When the 
company scale into war production, the new 
problems presented further stimulus develop 
new pattern relationships. 

size the organization simpli- 
fied the problem building union-management co- 
operation. There were only about 150 employees 
the time organization, and Mr. Buchsbaum felt 
thathe knew them all. more readi- 
able look upon them human beings with whom 
could get along than would have been the case 
they had come him representatives large, 
unknown mass. 

Even today with approximately 1600 em- 
ployees, the company small when compared with 
our industrial giants. The the firm has 


meant short line authority. general, can 
say that the more levels authority between the 
worker. and top management, the more difficult 
bring about changes system human rela- 
tions. This due part the larger number 
people alsoin partto the increased 
rigidity and formalization which tends witha 
long line authority. 

While these special characteristics have 
been great importance, should not conclude 
that they have made the relationship easy achieve. 
The company also faced difficult problems that 
have not been mastered many other organiza- 
tions. Tremendously rapid growth personnel and 
drastic changes manufacturing activity tend dis- 
organize the social system and disrupt union- 
management relations. The cooperative system 
this case has grown strength through meeting 
these stresses and strains. The introduction 
Negroes the work force leads serious friction 
unless skillfully handled. There question 
the success the leadership this point. 

The successes reported here did not come 
accident. They required skillful leadership 
the part management and union officials. Human 
relations adjustments our complex society al- 
ways require skill and understanding. 

None the particular adjustments reached 
the Buchsbaum Company can taken out their 
context and applied other concerns. The shop 
discipline system, for example, depends upon the 
harmonious system built between 
the union and management. there were not gen- 
eral feeling throughout the plants that management 
could trusted, the union would never dare take 
such strong hand discipline. When such senti- 
ments are built up, may possible apply this 
system other companies. The dual position 
supervisor-chairman will discussed later. 


CURRENT PROBLEMS 


story such achievements coopera- 
likely give the impression thatall the prob- 
lems have been solved. human society this can 
never the case. Systems human relations 
not stand still, and the social and economic environ- 
ment which they function constantly changing. 


-To maintain cooperative system therefore re- 


quires constant adaptations behavior and skillful 
and intelligent leadership. 

These requirements have been particular- 
exacting the case Buchsbaum Company 


qd 


for the years since the signing the first contract 
have brought drastic changes size and structure 
organization and manufacturing activi- 
ty. This not the place for extended analysis 
these problems adapting new conditions, but 
may help give perspective the history the 
relationship point out the problems the union 
and management are currently facing. 

Union-management cooperation depends 
not alone upon the relations between top union and 
top management people. Those relations may 
cordial and harmonious and yet there coopera- 
tion unless superintendents and foremen and shop 
chairmen and rank and file workers act.in terms 
cooperative system. have already discussed 
the problems fitting superintendents and foremen 
into the system. the union side the 
and down the line from rank and file general man- 
ager are equally vital importance. 

our society people tend think 
union aggressive organization, battling against 
management for the rights the workers. Any co- 
operative move union leaders tends looked 
upon with suspicion, until can clearly shown 
that the policy beneficial the workers. Thus 
the union leadership can never take granted 
that policy cooperation will supported. 
necessary sell the policy tothe and 
over again, and that cannot done unless the lines 
communication and down the union structure 
are kept open freely, that policies 
are discussed with the members terms they can 
understand and problems the rank and ef- 
fectively communicated the leadership. 

This problem communication was easy 
handle when the organization was smalland 
people had gone through the strike crisis together. 
Then they eachother had experienced 
the great changes that came with the shift from con- 
flict union recognition. They thus learned from 
experience the benefits thatcame new union- 
mangement relationship. 

the business expanded tenfold, the prob- 
lem keeping effective communication the 
union structure has become much more difficult. 
The expansion has also meant that more than nine 
tenths the workers have joined the organization 
Since the time the strike. Their judgment upon the 
union-management relationship therefore based 
upon amore limitedexperience. They have not been 
welded together the strike experience, and they 
are notable judge the value the 
ment relationship through comparing the present 
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with the pre-strike days. Consequently, there 
always problem fitting the relatively new people 
into the cooperative system. 

This problem perhaps accentuated 
the existence the dual position 
chairman. the early stages, the union chairmen 
supervisory positions hadonly minor management 
responsibilities, but, with the growth the com- 
them has risen the position super- 
vising 250 people, and four others are charge 
departments people. Since none these 
supervisors has the power hire fire, they 
not carry the title foreman. Nevertheless, they 
hold heavy management responsibilities. 

our industrial system, the union 
serve channel communication from workers 
management else loses the support the 
workers. the supervisor level may 
well jeopardize that system communication. The 
union very much aware this problem and, ina 
recent shop election, one the supervisor-chair- 
men sought decline re-election that account. 
However, was unanimously re-elected and with 
considerable enthusiasm. Our interviews show that 
the workers considered him strong representative 
their interests. The supervisor-chairmen appear 
skillful their handling human relations, 
and, have seen it, considerable skill re- 
quired overcome the difficulties involved that 
dual position even under conditions close union- 
management cooperation. ever serious friction 
develops that the supervisor-chairman must 
choose sides, then obviously the dual position can 
longer maintained. 

this point, one the strongest fac- 
tors supporting the union's cooperative leader- 
ship has been its ability win economic gains for 
the workers. Since pre-union days, wages the 
company have risen average more than 100 
per cent, and all except the most recently hired have 
experienced some this improvement. 

Clearly much easier win support 
for policy cooperation when concrete rewards 
can offered than when there prospect 
for economic improvement when sacrifices must 
accepted. Therefore the company's ability 
inability continue increasing wages will have 
important bearing upon the future the relationship. 

part this problem worker atti- 
tudes and actions, and the union leadership has been 
unstinting its.efforts stimulate worker produc- 
tivity. However, the economic position the com- 
pany depends large measure upon factors totally 
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beyond the control workers union leader- 
ship. 

must consider here the place the 
company ir. the national economy and also the inter- 
nal problems the management organization. 

Buchsbaum and Company now pri- 
marily engaged the processing plastic materi- 
als. The demand for plastics throughout the country 
has been expanding rapidly, and production 
schedules plastics manufacturers have been held 
back strikes. Within the past year there have 
been times when materials shortages have forced 
the company curtail its operations. These losses 
production are costly the company, well 
the workers. The future economic strength the 
company will dependin large measure upon its abil- 
ity command adequate sources supply. 

Buchsbaum and Company small 
business attempting find its place big busi- 
ness world. does not have big business resources 
for almost unlimited investment new productive 
facilities, nor can support the large research and 
engineering departments big business. Sofar these 
disadvantages have been more than offset the flex- 
ibility and aggressiveness management and the 
ingenuity and skillful developmental work the 
chemical research staff. However, there end 
this sort competition, and the future the 
company always rests upon its outcome. 

Today the company can easily sell every- 
thing produces, but normally its products enter 
into highly competitive market. Furthermore, 
fashion changes can force quick and costly changes 
production lines. Here again conditions place 
premium upon Buchsbaum calls "continuity 
ingenuity". 

And finally, the company prob- 
lem completing its adjustment the tremendous 
changes size and nature operations which came 
withthe war boom. The inevitable problems con- 
fusion authority and responsibilities rapidly 
changing business are steadily being ironed out, and 
much attention currently being given improving 
the flow work and the methods manufacturing. 
There much still done improving the ef- 
ficiency organization and operations the busi- 
ness continue improve its economic posi- 
tion. 


This enough indicate that manage- 


ment faces difficult problems its efforts main- 
tain the conditions which have contributed the co- 
operative union relationship. However, these tasks 
are management alone. find 


many cases that rapid organizational changes tend 
disrupt Andwe often 
see unions resisting technological and job methods 
changes. this case the union relationship has 
been important source stability for the com- 
pany when nearly everything was state flux. 
And now that the management organization set- 
tling down, the union leadership has taken the initi- 
ative urging upon management campaign in- 
crease efficiency. Through union-management 
firm management engineers has re- 
cently been brought develop this program, and 
changes designed increase efficiency are current- 
being carried out union and management lead- 
ership working together. 

This discussion should not give the im- 
pression that the union-management relationship 
always harmonious. have witnessed arguments 
occasions when itseemed that the positions taken 
union and management leadership were irrecon- 
cilable. But always the parties have valued the re- 
lationship too highly allowit break down dis- 
agreement, and discussions have continued until 
mutually satisfactory agreement has been reached. 

have seen, there are difficult prob- 
lems ahead. The problems maintaining cooper- 
ative social system are never permanently solved, 
but the union and management leaders have been 
building problem-solving organization, and that 
more important than the solution any particular 
problem. 


CONCLUSIONS 


draw general conclusions 
case, cannot focus attention exclusively upon the 
system discipline, the handling grievances, 
any other particular problem. Success the han- 
dling any problem depends upon building. co- 
operative social system. therefore useless. for 
the executive union leader look for push-button 
solutions tohis problems. Unless studies the or- 
ganization human relations which functions, 
will not have the foundation upon which skillful 
action must based. 

While can provide few specific answers 
from studying the present case, can neverthe- 
less find certain general guides for the skillful 
leadership that needed bring about cooperation 
industry. 

Both union and management leaders must 
recognize that they are dealing with systems hu- 
man relations. The executive who thinks narrow 


legalistic terms will always baffled the human 
problems faces. And too will the executive 
who thinks unions simply material terms 
wages, hours, and working conditions. While union 
leaders, the nature their position, are less 
likely disregard the social system, neverthe- 
less find some them who tend think primarily 
economic terms and therefore fail provide 
some the satisfactions which the workers seek. 

cooperation grow out conflict, 
management must make the first move. union 
which has been fighting for its life cannot make 
overtures cooperation unless has some assur- 
ance that management means cooperate. There- 
fore the pattern management thoughts and senti- 
ments this initial stage key importance. 

Management attitudes toward unions tend 
fall four categories. (1) Management deter- 
mined not recognize the union get rid 


any available means. This, course, means 


warfare. (2) Management accepts the union for the 
time being, but still wants hold open the possibil- 
ity getting rid some future date. There- 
fore policy will determined according whether 
strengthens weakens the union. This leads 
war. (3) Management accepts the union 
being here stay, but nevertheless the executives 
continue function much possible the 
union were not present. Operating this manner, 
they are continually surprised and offended when 
their policies are "not understood" and when the 
union, not having been consulted, places itself 
position simply blocking action. (4) Management 
accepts the union, both intellectually and emotion- 
ally. Management recognizes that the entrance the 
union introduces fundamental changes the system 
human relations. seeks understand those 
new system. 

Only with the approach characterized 
point can management hope develop coopera- 
tive relationship with the union. Nor can this ap- 
proach limited the top executives. their 
task carry this reorientation thinking, emotions, 
and actions all down the line. This job for 
teaching. also involves the apportionment re- 


wards and penalties. well understood that unco- 
operative minor executives andsupervisors must 
called account, but the importance giving rec- 
ognition and promotion those who are skillful 
building cooperative relationships not readily 
recognized. And finally the job calls for 
use order get supervisors and 
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union leaders thinking, feeling, and acting togeth- 
er. 

has been argued that once management 
adopts cooperative attitude, the union necessarily 
must respond--although there always time lag 
this adjustment. Certainly true that co- 
operation can develop without management making 
the initial change, and that unions tend highly 
responsive management actions. The extent 
which union actions are direct reactions manage- 
ment behavior subject that requires consider- 
ably more study, but can say with some confidence 
that the relationship not simple has some- 
times been said. cooperative approach manage- 
menttends toopen the way for union cooperation, but 
there wide fieldfor union shap- 
ing the nature the relationship. the union leaders 
press for expanded economic returns without 
seeking make positive contribution the indus- 
try, then each side will seek set limitations upon 
the other and wholehearted cooperation cannot de- 
velop. But union leaders are flexible their 
thinking and can develop skill handling the human 
problems the workers, then they can make impor- 
tant positive contributions both management and 
labor. 

This, then, the general approach which 
must followed. does not provide ready-made 
answers, but does raise the relevant questions for 
which experience and research will ultimately pro- 
vide answers. 

may conclude raising one the key 
questions our age: what extent possible 
for large industrial and union organizations de- 
velop the flexibility upon which system 
human relations depends? 

have seen this case the great im- 
portance local autonomy and flexibility. many 
other cases, see friction arising from absentee 
managenient union from the rigid body 
rules and regulations which prevents adaptive be- 
havior the part local people. There easy 
solution this problem. For years the trend has 
been toward building larger and larger industrial 
and union organizations, which means that the lead- 
ership both sides comes farther and farther 
the local situation. cannot back 
tosmall companies unions, but perhaps 
can make progress toward industrial peace lead- 
ers both sides squarely face the problem and 
seek develop the maximum flexibility adjust- 
ment which compatible with their large-scale or- 
ganizations. 
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This for the best man- 
expanded research, that may explore the path- 
ways that can leadto success action. are 


meet the challenge the times, must seek ap- 
ply what have learned and redouble our efforts 
acquire the further knowledge necessary build- 
ing stable yet adaptable systems human relations. 
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